VOLUME NUMBER 


SPRING 
1948 
CONTENTS 


INCENTIVE FOR PRODUCTIVITY: THE CASE THE 
BUNDY TUBING COMPANY 


WHYTE 


ACCULTURATION LATIN-AMERICAN STUDENTS 
THE 


CHARLEs Loomis 


THE INDIAN REORGANIZATION ACT AND 
FEDERAL WITHDRAWAL 


Henry 


Published 


THE SOCIETY FOR APPLIED ANTHROPOLOGY 


VOCATIONAL 
GUIDANCE 


Edited OSCAR KAPLAN 
(San Diego State College) 


Encyclopedia Vocational Guidance the 

comprehensive single volume 
lished the occupational counseling the 
result the conjoint effort approximately three 
hundred eminent contributors. 


Among the Subjects covered are: 


Vocational Guidance Activities the Principal 
Countries the World. 


Life Duration, Accident Rates, Unemployment 
Rates, and Economic Trends the Major Occu- 


The Validity and Reliability ofthe Principal Psy- 
chological Tests used Counseling. 


Advisement ofthe Physically and Mentally Handi- 
capped, the Foreign-born, and Members Minor- 
ity Groups. 


Aptitudes required the Important Occupations, 

The History Guidance. 

Definitions Terms used the Guidance Field, 
including Statistical Terms. 


1500 Pages $18.50 


Your Bookstore, Order from: 


PHILOSOPHICAL LIBRARY, Publishers 
40th St., Dept. York 16, New York 


Please send copies The Encyclopedia 
Vocational Guidance, $18.50 per copy. Enclosed 
are 


‘ 

| 

{ 

§ 

| 


¥ 

} 

§ 
4 

q 


> 
> 


INCENTIVES FOR PRODUCTIVITY: 
THE BUNDY TUBING COMPANY CASE 
William Foote Whyte 


Editors Note: 

The following article both description 
notable current practical experiment increasing 
industrial productivity and thoughtful attempt upon 
the part the author explore current limits upon 
the effectiveness such experiments. The limits 
effectiveness management's use newer scientific 
knowledge human relations and organization, may 
found insufficient recognition, the author's 
view current industrial planning, the continuant, 
dynamic, emergent character the balances within 
the human interactive relationships, both formal and 
informal, that make system 
such that presented particular large-scale 
company and its large-scale union. The difficulty 
not with any one plan and its efficacy, but tend- 
ency rest upon laurels once won without allowance 
for further continuous, dynamic development. 

the widely-reported release human energy 
work and fervor and morale that 
comes with encouragement new participation 
organization cumulative, rather than self- 
limiting after initial spurt present, new forms 
organization must developed and used man- 
agement capable widening present original short- 
term plans for limited worker into 
processes making encouragement 
participation continuous. The author thus tackles, 
practical vein, one the limitations current 
social-science thinking about "equilibrium", the 
one hand, and, the other, has something say 
about the reasons for the present severe limits upon 
management's attempt use new anthropological 
knowledge the ends greater productivity. 
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December 1945 the workers and man- 
agement Bundy Tubing Company faced crisis. 
The company's reconversion from war peace- 
time production had been interrupted that fall 
month-long strike which was serious blow the 


company's competitive position and whose settlement 
did not seem pave the way for improved union- 
management relations inthe future. Productivity was 
low ebb and costs were high that management 
did not feel able tosellits fabricated products the 
competitive market. 

The president the company, Mr. Wendell 
Anderson met this situation announcing over 
the public address system all the company's em- 
ployees that the fabricated products division would 
shut down unless union and management could 
agree means achieving higher productivity. 
Such shut down would have thrown 75% Bundy's 
1000 workers out their jobs and would also have 
resulted the dismissal 80% the supervisory 
employees and large numbers office workers. 

Following this stunning announcement union 
and management representatives over period 
weeks were able agree upon plant wide group 
incentive system whichthey called the Cost-Savings- 
Sharing Plan. The plan went into effect April 
1946. 

Now, comparing the first year operation 
under the plan with the previous year find that 
the company added approximately 150 people its 
payroll. Productivity went 68.4%, absenteeism 
came down 43.9%, and labor turnover dropped 43.5%. 
Time spent grievances was down 41%. Through- 
out the year the workers averaged 23.338 cents 
hour bonus and this came top base rate which 
had been increased 18-1/2 cents accordance with 
the industry-wide pattern the times. the same 
time the company improved its own financial position 
half million dollars. 

The detailed figures will presented ina 
table the énd this report. This very brief sum- 
mary should enough indicate that striking 
changes have taken place. The purpose the sub- 
sequent discussion will describe more fully the 
nature these changes and analyze the way 
which they have come about. 
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this report shall seek answer two ma- 
jor questions. 

How have these results been achieved? 
the C.S.S.P.the whole answer this problem? 
course, not. There never one single cause 
behavior complex organization. therefore 
necessary investigate number other factors 
before can fully understand the impact the 
This point should highlighted because 
many people management today are seeking some 
sort automatic formula which will solve all their 
problems. Such efforts are illusory. shall argue 
that the C.S.S.P. important contribution the 
cause union-management cooperation, but that its 
significance must seen terms the human re- 
lations structure the industrial organization. 

Granted that the Plan has been highly suc- 
cessful, why have not the results been even more 
spectacular? Bonus earnings 23.338 cents 
hour over period certainly substantial. 
But significant note that the bonus earned 
the very first month the plan's operation was 
cents. The average forthe was cents. 
other words the introduction ofthe plan resulted 
immediate jump productivity, but since the first 
month the figures have fluctuated and down with- 
out any definite trend. Management did not expect 
the first month's bonus high but did expect 
that there would upward trend carrying the 
workers far beyond the cents figure. Why has this 

attempting answer these two questions 
shall first examine the history human relations 
the company and between company and union, then 
give attention the current state relationships 
and finally seek draw out some generalizations 


1. Some printed materials have been referred to 


upon interviewing and observations the Bundy plant December 


It seems rash 
not expect in 


effort, three points can made. 

was given full freedom 
interview the people at the following levels: 
Foreman, Chief Engineer, Methods Engineer, 


interview the people involved this experiment and did, 
Top Management, 
Foreman, 
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which will apply not only the Bundy case, but 
other organizations. 


HISTORY 1921 1946 


The company was founded 1922 Harry 
Bundy who had worked out ingenious way mak- 
ing tube that would combine the pliability copper 
with the strength steel. began with the manu- 
facture straight length tubing and then added 
fabrication department for bending the tubing into the 
required shapes and adding the necessary 
Bundy Tubing was soon demand the automotive 
industry and the end the 1920's Bundy had built 
200 workers. 

Wendell Anderson came help finance 
the expansion 1927 and became President 1929. 
When Bundy died 1931, Anderson continued top 
executive the company. spite the depression 
the company expanded steadily, and the late 
was top man could longer keep 
the contacts throughout the plant that had charac- 
erized the company its early 

When unionization moved upon Detroit the 
management Bundy Tubing Company fought off 
was typical the period and place. 
But the company was finally successfully organized 
1937 the UAW. The first demand the union 
was that the piece rate system then existence 
should abandoned. There were widespread com- 
plaints over favoritism the awarding jobs that 
paid good bonus money, and was claimed that the 
rates were suchthat some relatively unskilled work- 
ers were earning more than skilled men. The fair- 
ness many the rates was also challenged the 
union. There were, course, other issues between 


preparing this report, but the report based primarily 


1946 and October 1947. 


to attempt an analysis onthe basis of such a short period of observation and indeed we can- 
such work thru the problems detail. 


However, the adequacy this 


in fact, 
Works Manager, Personnel Manager, General 


and Union Officers. No rank and file workers were 


interviewed. the time available, sampling rank and file opinions and experience could sought. 


While each informant spoke from somewhat different the story they told fitted together 


that the pattern became quite clear. 
the case would have demanded much more study. 


Had there been major conflicts the accounts people, 


can now intoafactory with scheme analysis which enables straight for certain 


key points. It is no longer necessary to 


periods, etc., upon productivity and other aspects of industrial life. 


start from scratch and examine the effects lighting, 


rest 


That vround has been covered. 


now accept the importance of human relations and seek to determine the pattern of relations among members 


of the organization and examine 


and so on. 


the effect this pattern upon productivity, and turnover 
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company and union this time, butthe matter in- 
centive rates appears have been chief sore spot 
and deserves special attention here story con- 
cerning incentive 

When the contract was signed management 
agreed abandon the piece rate system, but insisted 
that the union accept its place system pro- 
duction standards. The company determined what 
considered fairday's workon its various jobs, 
and sought hold its workers these production 
standards. While the union agreed this prin- 
standards were constant source argu- 
ment and bitterness union-management relations. 
The company estimates that 65% its grievance 
time was spent arguing cases involving interpre- 
tation standards. The union would argue that the 
condition the materials was such the organiza- 
tion the flow work was such that was im- 
possible meet management's man- 
agement, turn would have try make case 
for the reasonableness these standards. its 
efforts acceptance standards, man- 
agement called outside engineering firm 
make studies and set standards, but each new set 
standards was resisted just vigorously its pre- 
decessor and the time spent arguing these cases 
came very serious problem management. 

Furthermore, there were always difficulties 
when management sought introduce new methods 
new machines which were supposed result 
greater productivity. The methods engineers report 
that this efforts make greater pro- 
duction possible often resulted the worker moving 
along mucheasier pace and holding himself back 
the original standards. The company's engineer- 
ing talent was therefore being expended making 
the job easier without increasing productivity. Dif- 
ficult was get the workers meet the pro- 
duction standards, became well nigh impossible 
persuade them what had been considered 
management simply acceptable minimum figure. 
Thus management's minimum became the worker's 
maximum and much pulling and hauling took place 
this point. 

While management was harrassed its un- 
successful efforts step productivity the work- 
ers were finding the standards system emotionally 
oppressive. One worker put this way. 

"When you're standard you always feel under 
pressure. got kind nervous temperament 
and when I'm racing with standards I'm all 
thumbs. Now can relax and much better 
and feel better. Before, the machine broke 


down you had some trouble you were always 
hurrying fix things you could catch and 
the more you hurried, the more time would 
take. Now man doesn't get rattled. goes 
ahead and does his work even pace and 
the end actually produces more." 

While the arguments over standards continued 
the union consolidated its position the company and 
won union shop contract 1942. The union was 
solid and the company was developing improved re- 
lations with the union, but still the problem pro- 
ductivity was sore point. 

During the war the company experienced 
decline the quality its labor force had 
hire old people and many inexperienced workers. 
With war contracts furthermore there was less 
pressure keep costs down and finally May 
1944 production standards were abandoned. Ac- 
cording the company, this resulted further 
drop productivity. 

the fall 1945 the company changed from 
three shift two shift operation. three shifts 
had been necessary pay workers for their lunch 
hour were only hours the day. With 
the return two shifts the company decided 
change back its original system 8-hour work- 
ing day and half hour unpaid lunch period. The 
union argued that the 20-minute paid lunch period 
should retained. When the company insisted upon 
the unpaid period the workers went out strike. 
There must have been, course, other problems 
that led bad feelings between union and manage- 
ment this time. While the strike lasted only 
little over month brought the front some hard 
feelings both sides. 

December 17, 1945, president Anderson 
went before the that the board 
directors had authorized the closing the fabri- 
cating division. gave the following reasons: Bun- 
dy's competitors were operating with greater effi- 
ciency and paying lower wages. Bundy's efficiency 
was down 60% compared The recent 
strike had turned customers toward other sources. 
The basic patents straight length tubing which had 
given the company great competitive advantage had 
now run out. Some automobile manufacturers had 
gone into the tubing fabricating business themselves 
and were doing the job more cheaply than could 
Bundy. 

Mr. 
manner: 

have given all the pertinent facts, destruc- 
tive they may appear. now want lay before 


Anderson closed his remarks this 
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you the possibility constructive program and 
carried out. 

They have granted one last opportunity 
prove faith human nature and put back 
healthy competitive position. Now here 
what propose: 

propose that introduce incentive sys- 
tem the propose that 
that system worked out jointly between man- 
agement and representatives your own choos- 
ing. 

Now, closing, want distinctly under- 
stood that this not demand the part the 
company the decision has already been reached, 
but is, rather, attempt offer you the op- 
portunity continue operations the fabrica- 
tion department the extent that possible 
future developments. 

must have your decision within ten days. 

Management followed this speech hold- 
ing referendum the plant the question 
whether the union and management should get to- 
gether work out such incentive plan. Workers, 
office people, and supervisors all voted, and they 
voted, course, try keep their jobs. 

The union then held meeting and ruled that 
the referendum had force since the union had not 
authorized it. However, this desperate situation 
the union leaders did not feel that they could risk 
turning down management's offer. They therefore 
agreed meet with management and several meet- 
ings were held between management and local union 
officials and representative the UAW office. The 
union officials expressed interest profit-sharing 
arrangements but management refused consider 
such course. When the union had nothing further 
suggest management came with its Cost -Savings 
Sharing Plan which had already been worked out ex- 
cept for few details. After full discussions this 
plan the union officials decided give their backing 
and was approved membership meeting. The 
new plan went into effect April Atthe same 
time workers received the 18-1/2¢ hour increase 
which was, then, the industry-wide pattern. 


THE 
The Plan, essence, calls for equal divi- 


sion between hourly rated employees (both fabri- 
cating and straight length tubing) and management 
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savings labor costs. The standard against which 
the savings are computed 16-week period, Oc- 
tober 1945 January 22, 1946. The company 
agreed take this standard even though had 
been arguing that costs were unduly high. this 
period labor costs were 30¢ the sales dollar. 
This 30¢ figure was computed from the figures 
three categories production. The length 
tubing process highly mechanized that labor 
costs are low. fabrication labor costs are much 
higher. the production monel, nickle and bi- 
metallic tubing the high cost the basic material 
effects the relation between labor cost and the sales 
dollar. these three categories vary their pro- 
portion the total production from month month, 
the labor cost standard varies accordingly, going 
little above little below 30¢ the dollar. How- 
ever, for our purposes can think the figure 
even 30¢. 

The following illustration taken from the 
company's booklet Plan for Sharing Savings 
Labor Costs:" 

Suppose the company paid out $210,000 ina 
given month hourly wages and then paid out 
exactly the same amount the following month. 
But suppose the same time the company pro- 
duced $840,000 worth sales value the sec- 
ond month against $700,900 during the month 
ceding. The company would then have produced 
worth additional goods increase 
labor costs. 

order determine the extra wages allow- 
able the plant the sales for the month are 
multiplied the 30¢ labor cost ratio. sales 
$840,000 this yields allowance hourly 
rated labor $252,000. determine the C.S.S. 
Plan gross earnings, necessary subtract 
wages paid $210,000 which leaves $42,000. 
This divided equally between the hour- 
rated employees and the company. 

find each employee's share, the 
half $21,000 divided the total number 
hours worked. this hypothetical instance 
man-hour total 160,000 would mean extra 
payment 13.1¢ for each hour worked during 
the month. 

The Plan was based base (Oct.- 

Jan. 1945-46) prices. Since then one price advance 
was allowed under OPA and another was effected 
after OPA. This means that prices could drop back 
base period level before the company would 
forced make good the difference between actual 
and base prices. Price fluctuations have effect 
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incentive rates for the workers the Plan 
effect. 

Allhourly rated employees the plant share 
equally the savings plan. Maintenance men and 
tool room workers, for example, make measur- 
able contribution production but, being essential 
the operation the plant, they were brought 
the same basis production workers. Also there 
was distinction the sharing according dif- 
ferentials wage rates. The sweeper receives 
large share per hour the highly skilled tool and 
die maker. 

When the unionasked what incentive foremen 
were have help the workers increase earnings, 
was pointed out that supervisors, higher manage- 
ment men, and office workers were already 
profit-sharing plan that any increase worker 
productivity would also lead greater earnings 
their part. 

Some figures the Plan's operation have 
already been given and more details will present- 
‘ed Let nowask how these results have been 
achieved and also examine limitations the effec- 
tiveness the Plan. 


THE STRUCTURE HUMAN RELATIONS 


Before examine relationships certain 
key points the organization, some general obser- 
vations are order. 

While there was considerable friction between 
union and management before the Plan went into ef- 
fect, should also note that there were important 
elements stability the organization. When 
checked December, 1946, the work force totaled 
1275. Approximately two-thirds these were men. 
One-fifth the men had been with the company for 
ten years more. More than one-third had been 
employed for more than five years. About three- 
fifths had been there three years and almost five- 
sixths had been employed for year more. Ap- 
proximately the women workers had 
been employed for ten years more. Workers tend 
stay with Bundy for long time and there also 
highdegree stability the management organi- 

Bundy, the line dividing workers from 
management not nearly sharp have seen 
many other plants. Practically all the fore- 
men and general foremen have worked from the 
ranks. exceedingly rare that outsider moves 
into supervisory position. this organization sta- 
tus distinctions are minimized. The company bowl- 


ing league good example this point. con- 
sists teams whose captains each year retain 
franchise with the right choose their own team 
Workers and management bowl together 
and some the teams the composition the 
team mixed between workers and 
The strike the fall 1945 came about the time 
the bowling league was beginning its season. The 
teams continued bowl throughout the strike. 
gathered that there was effort the part man- 
agement exploit the league means drawing 
the workers back work. was simply that the 
people were used carrying together and ex- 
pected when the differences were settled that they 
would again working together. Furthermore, 
means something about organization when one ob- 
serves that the works manager can bowl along with 
the rank and file and have the relationship seem 
perfectly natural one all concerned. course, 
small proportion the total work force 
involved the bowling league, but the league never- 
theless suggests that the great social gulf often ob- 
served between labor and management not 
found here. This does not mean that intra-organiza- 
tion status differences between workers and 
ment are not observed. The point simply that 
these distinctions are rather than 
emphasized. 

Relations throughout the plant are character- 
ized informality. That is, the people concerned 
given problem readily get together and talk 
over without waiting for formal orders issued. 
this respect the author and his colleagues have 
observed several different types organizations. 
one poll find highly formalized, rigid, and 
inflexible organization where every effort made 
have all contacts pass thru formal channels. 
the other extreme find highly informal, flexible 
organization where positions and functions may 
ill defined and relations confused not chaotic. 
between these extremes there seems type 
organization which relations are highly flexible 
and informal, both job and the job when de- 
cisions are being discussed, but decisive action goes 
thru well defined channels. 

While three days observation too brief 
time sure the facts, appears that Bundy's 
organization the latter, middle type. get in- 
formation people Bundy's the men who have 
it. Before taking action they talk with the people who 
are going involved all phases the action. 
the management men seem well aware 
the formal lines organization and matter 


what sorts informal contact have led deci- 
sions, every effort made carry out decisive ac- 
tion regular channels. Thus, Bundy seems to. 
have adaptability necessary solving human 
problems the same time that has ability 
maintain coherent lines organization. 

The Management's outlook upon its human 
problems also significant diagnostic element 
sizing health the organization, for obser- 
ver, significant factor the maintenance such 
health practice. Here can distinguish between 
managers two extremes outlook: problem minded 
and prerogative -minded managers.2 Today there are 
many organizations, especially large ones, which 
top management faces its human problems highly 
legalistic manner, speaking terms principles and 
prerogatives, rather than terms the day-to-day 
events the shop. The problem minded people, 
contrast, have their principles and policy, but they 
seek develop them out the day day problems 
faced the organization. may only with the 
latter outlook and approach that adaptive and coopera- 
tive relations are possible. The Bundy management 
seems fit into the problem minded category. For 
example while some managements are concerned with 
legalistic definitions the subjects which can taken 
discussion between union and management, the 
Bundy management seems willing discuss any 
matter whichis concerntothe This does not 
mean, course, that the management has firm 
ideas about management functions prepared 
yield any point sufficient importance the union. 
Many the union's proposals are firmly rejected, 
but least they are brought out into open discussion 
that management can get knowledge not only 
what the formal proposals content but its back- 
ground and origin among the real conditions the 
personnel the company. Such knowledge gives them 
realistic position facing future problems. 

Let begin our examination particular 
human relations situations looking the position 
and problems the foreman who is, now, before, 
key man management-union-worker relations. 
The entrance the union 1937 gave rise many 
difficult problems for foremen. All the antagonisms 
and frustrations the workers this organizing 
period were taken out upon the foremen, when once 
the union had won recognition. The foremen had 
learn, under great difficulties, reorganize their 
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Cf. Alexander Leighton's, The Governing Men, Princeton University Press, 1946 for comparable distinc- 


tion among public administrators. 
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jobs, and management had play role building 
new adjustment for them. 

The problems found this early stage were 
quite typical those experienced industry gener- 
ally, beyond the union moved manage- 
ment had necessarily reverse decisions fore- 
men number occasions. There were also 
cases which the foremen did not hear union- 
management decisions from management until they 
had already been informed union officials 
workers. result there was considerable uncer- 
tainty and anxiety the foreman level. 

There were also difficulties over discipline. 
time some these were solved far the fore- 
men were concerned, newly orgarized person- 
nel department took over checking upon 
The foremen were glad rid the function 
disciplining workers for irregular attendance. 

The foremen retained, however, the job 
enforcing the standards production. time new 
stable relations were evolved here that now, 
worker does not seem doing his share, fore- 
man may give initial, oral warning followed 
with referral the offender the personnel de- 
partment, further need. Upon referral, not be- 
fore, the union steward brought into the picture 
for consultation. number cases has been 
possible for the foreman and steward settle the 
the problem together, both them talking the 
worker question. Cases not solved this level, 
however, the general foreman and the chief 
steward. unsettled case moves the 
works manager and the personnel manager and the 
union committee. Such procedure, with its succes- 
sive referrals, appearsto have become standard and 
function reasonably smoothly. 

the foremen management deci- 
sions, another foreman's complaint, has also been 
taken care of, according the foremen. They are 
now informed management immediately any 
decisions affecting them. And they are also brought 
into consultation cases where they feel that 
management rule they have been the habit en- 
forcing under reconsiderationand perhaps soon 
abandoned. 

One foreman summed the changes this 
manner: 

The foreman used out things around 

here. The stewards and the chief stewards could 
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come and tell what was going hap- 
pen and sure enough would happen. It's differ- 
ent now. They let know much better. When 
had this layoff coming the steward comes 
and says, 'You know, week they're 
laying off about 125 men?' was able tell him 
that had about it. You feel better when 
you know what going first. It's much better 
that than what used be. Johnny (general 
foreman) tries let know everything just 

significant note that this improvement 
has come part thru the initiative the fore- 
men themselves. They have been able get action 
from their superiors. visits Bundy heard 
much the monthly meetings whichthe works mana- 
ger and personnel manager hold with the foremen. 
Such meetings themselves are not unusual in- 


but the character the meetings must 


examined. Many managements, noting that the fore- 
men are having difficulties adjusting the union, 
call what are effect indoctrination meetings 
which higher managment tells the foremen what 
and how and the foremen have very little 
opportunity take upthe problems that they feel and 
get action the line. seems assumed 
such cases that higher management knows the ans- 
wers and the foreman doesn't know anything. 
must told. 

The monthly meetings Bundy are very dif- 
ferent. The personnel manager begins with brief 
report the personnel situation. The works mana- 
ger follows with statement the company's plans 
and upon any problems that have come his atten- 
tion during the month. When these brief statements 
have been concluded the works manager says 
thing like this: 

All right, now. What are your gripes? Let's 

have some gripes from the foremen. 
Apparently the foremen assume that the works mana- 
ger really means what says and they talk with 
high degree freedom expression. They raise 
their complaints, andthey get their answers prompt- 
ly. While they report that the works manager and 
personnel manager may differ with them and give 
reasons for refusing act, they seem confi- 
dent that when they have good case they can get 
action. The improvement the foreman's adjust- 
ment not, course, due solely the monthly 
meetings. Many problems are taken care between 
meetings smaller scale discussions. But whether 
action comes out monthly meeting meeting 
one foreman with his general foreman, 


significant characteristic the Bundy organization 
that foremen can originate action the line au- 
thority. This important not only the morale 
the foremen, but also enables higher management 
make more realistic adjustment the problems 
the shop. 

The foremen also receive recognition from 
higher management subtle, but nevertheless, im- 
portant ways. While foremen the mass production 

plants Detroit wear badges and punch time clocks 
like their subordinates, and are closely supervised 
their superiors, Bundy foremen wear numbered 
badges, punch notime clocks, and are free come 
and out any door they please. 

While this improvement the foremen's re- 
lationships has single cause, the C.S.S. Plan 
seems have been important factor. When 
asked the foremen compare the before and after 
situation, got comments such the following 
statement one foreman: 

more friendly withthe people working for 
now than was before. Before the Plan came 
people didn't want work and you had keep 
afterthem time and that made the foreman 
son-of-a-bitch. Now they have some interest 
working you have push them 
much, 

The job harder and easier than was be- 
fore. It's easier because you don't have keep 
pushing people, but it's harder because you've 
got your toes see that things keep 
moving. Youtve got watch everything see 
that when somebody runs out job you have 
the next thing lined for them. you don't 
that they come after you and want know why you 
can't organize the work right. 

Within the past seems have been 

considerable improvement foreman-union rela- 
tions,a part which must attributed the Plan. 
the time 1946 visit, the union officers spoke 
highly critical manner the foremen general 
while acknowledging that there were some good fore- 
men. October 1947 interviews the union offi- 
cials expressed the opinion that relations with the 
foremen were much improved, that they got along 
well with the foremen and that there were 
just few cases which relations were poor. 

any industrial organization important 
examine the relations between staff and line offi- 
cials. When think production problems the 
shop think not only workers and foremen, but 
also must recognize the role the engineer. 
maintain its competitive position factory must ap- 
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ply the competent engineering staff. 
And yet activities the engineers 
bringing about methods and technological changes 
tend disrupt human relations the organization 
and thus efficiency gained one may lost an- 
other. This was once the situation Bundy. There 
was strong worker and union resistance tech- 
nological changes and there was bitter opposition 
piece rates, production standards, and the activities 
the time-study man who set these standards. 

When the standards were abandoned time- 
study control device was abandoned also. Now 
time-studies are occasionally made but only for the 
purpose giving management figures compute 
production costs and set prices new articles. This 
activity apparently understood and accepted the 
shop. 

The engineering department the company 
today divided into three parts: methods, design 
and tool room. The methods men study production 
problems and processes the shop. Their ideas 
are passed along the design men who draw the 
plans for new machines and production layouts. The 
plans are carried out the tool room and the new 
machines fixtures are then turned back the 
methods men for installation. The methods men 
deserve special attention here because far 
workers and are the chief 
link between staff and line. addition their tech- 
nical work they have important human relations func- 
tions and interesting observe that they ex- 
plicitly recognize these functions. 

The methods department conceived 
service department. The men have authority 
institute changes nor they appear chafe un- 
der this lack authority. They think their func- 
tion being that stimulating the development 
new ideas and winning acceptance those ideas. 
They report that idea for change production 
processes machines can and does originate any- 
where the organization. The methods men spend 
large part their time out the shop, and they 
frequently have workers come them with sugges- 
tions. such cases the methods men listen with in- 
terest, but then, avoid by-passing the fore- 
men, they suggest that the worker either the 
foreman himself accompany the methods man 
the foreman talk the idea over. When questioned 
this matter the methods men could not think 
any instances which foremen had discouraged work- 
ers from making suggestions. Nor had they found 
any difficulty getting foremen receptive 
new ideas their part. They also report getting 


APPLIED ANTHROPOLOGY 


many acceptable ideas direct from foremen. When 
the idea reaches the foreman level the originator 
encouraged put writing slip prepared for 
the purpose which then turned into the personnel 
department. From personnel goes the methods 
men for study determine its practicability. The 
methods men may, course, have been the 
original discussion before the suggestion was put 
writing. the suggestion accepted put into 
effect the shop and the name the suggestor ap- 
pears the Bundy house organ. The nature the 
idea not reported there, according the methods 
men, because has been found the past that often 
several workers have thought about the same general 
idea, whereas only one has put into writing. There 
are cash awards for suggestions, but acceptable 
suggestions are recorded the personnel records 
workers and foremen that they may used 
basis determining qualifications for advance- 
ment. 

Officially the methods men have dealings 
with the union, but often happens that steward 
comes them, either for himself for another 
worker who has suggestion. Such suggestions are 
with the foremen the manner already de- 

When introducing changes into the shop the 
methods men take approach which rather un- 
common for men with engineering training. They 
explain that they had develop approach prob- 
lems which was quite foreign the sort thinking 
they learned engineering school. One man put 
this way: 

I'll give you example. little while ago 
had new job coming that serpentine 
bender large automatic machine which puts half 
dozen bends into length tubing). After the 
piece tubing came off the machine two small 
hand bends had put on, one each end, 
was from the beginning that the op- 
erator himself would have enough time put 
those bends hand while was waiting for 
the next piece. There was really plenty time 
like that you might tempted right ahead 
and tell him what do. That way the workers 
see you're adding extra work their jobs and 
they don't know where going end nat- 
urally they fight you wherever they can. Instead 
putting over them that way, went 
the union committee and announced them that 
were introducing this change the job. 
went over the machines with the operator and 
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the union committee. First, gave demonstra- 
tion. picked piece and put twist each 
end. You know, there's lot skill being 
bender and, not skilled But 
could show them even clumsy way had 
plenty time. Then, hadthe operator step 
there and try himself. Whenthe union commit- 
tee saw that, there was question about 
their minds and they said, Let's ahead 
the way things around here. 
want people understand what we're doing. 
thinkthe more about these 
methods, the better off we'll be. 

discussions with the union committee 
found that the activities the methods men and the 
men themselves seemed well accepted the 
shop. Since this state affairs contrasts sharply 
with what observe many plants import- 
ant examine the reasons for the difference. 
seems due the sort approach human 
relations noted above. But must ask how 
possible for these men take such effective ap- 
proach. Here must inquire into the status the 
engineers themselves and also into their attitudes 
and outlook upon men and machines. 

All the methods men are graduate engineers 
and yet they have all had unusually intimate contact 
the shop. The head the methods department 
graduated from college the depression and had his 
first job tool room the Ford Motor Company 
where also worked some the production line. 
came work for Bundy engineer, but when 
business dropped off was asked back again 
into the tool room. When business picked again 
began moving until assumed the direction 
this newly organized department. Others spent 
time working production jobs time-study 
men. Some the engineers got their degree night 
school while working days with Bundy. While the job 
time-study mandoes not appear promising 
one for establishing good contacts the shop, does 
least enable the men get around and become 
acquainted. One former time-study man put this 
way: 

true that they didn't like the job that 

were doing, but some cases they would make 
distinction between the man and the job. I've 
had fellows say outside work, maybe 
when were bowling together, 'How does 
fellow like youtake stinking While 
there was lot frictionaround that job did 
get out the floor where got acquainted 
with all the 


(When time-study control was abandoned the chief 
time-study man left the company and most his 
subordinates remained work the methods de- 
partment.) 

The attitudes these men contrast sharply 
with the stock engineering approach. have found 
all too many engineers narrowly concerned with 
machines and processes and looking upon human 
relations obstacles which must surmounted 
the interests efficiency. their conversation 
they make bitter references the stupidity work- 
ers and even foremen who fail see the 
ages newmachines and methods. Workers are not 
expected have any ideas value and foremen are 
accorded little more respect. 

The Bundy methods men seem take en- 
tirely different approach. They respect the intelli- 
gence workers and foremen. They expect get 
good ideas from these quarters and they are cons- 
tantly being rewarded with such ideas. They not 
take the doctrinaire position that the engineers are 
always right and workers and foremen always the 
wrong. was impressed get the first interview 
with one the methods men account occa- 
sion which setup man had put suggestion 
which had been turned down the methods depart- 
ment the grounds that would cost more than 
management could expect save the particular 
job. Subsequent events proved that this suggestion 
had wide applicability and could used many 
jobs. six months after had originally been sug- 
gested was put into effect. That story is, think, 
chiefly significant illustrating the outlook the 
methods men, for seemsto point healthy give- 
and -take relationship with the line which both mis- 
takes and good ideas can expected either side. 
The methods men seem get considerable enjoyment 
out working with people the shop, The former 
time -study men are particularly happy over the 
change which got them out the worst hot spot 
the plant. 

Perhaps the best short explanation the good 
relations between engineers and workers was given 
one the methods men these words: 

Maybe the secret don't think 
better than they are. You don't find any- 
body putting airs around here. Most the 
people this row offices worked out the 
shop one time another. really like them 
out there and they like us. 

Much the improvement staff-line rela- 

tions can attributed directly the dropping 
production standards and the introduction the 
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C.S.S. Plan. The elimination time-study, course, 
dispensed with one major source friction. Now 
the workers seem feel that they have something 
work for there has been general change atti- 
tude toward improvements production and proc- 
esses. Where the engineers before received only 
very occasional suggestion from the ranks, they now 
come frequently, averaging approximately 
month. Whereas improvements formerly tended 
result less effort the part workers and 
more production, nowit has become possible make 
substantial increases production thru new machines 
and processes. Both workers and their union 
sentatives showa muchgreater readiness along 
with technological and methods changes than was the 
case before. 

Turning the field union -management 
relations also find considerable improvement. 
But here find the the question why 
the Plan has not been successful. shall 
examine attitudes and actions relation the Plan 
after have first looked the union- 
management relations. 

evident that union-management relations 
Bundy have been settling down and fitting into 
stable pattern. Grievances have become easier 
handle and most them are now worked out the 
bottom level with the steward reaching agreement 
with the foreman. many occasions the foreman 
takes the initiative his departmental problems 
and then calls the steward for support. the top 
level the plant the works manager and personnel 
manager have been increasingly taking the initiative 
union relations. When changes are made 
they anticipate trouble calling the union and 
talking things over advance. Many issues are 
settled this manner before they become difficult. 

When turn the Plan itself find that 
the union officials have ambivalent attitude toward 
it. They think good plan, but they also think 
that not their plan. Plan 
which was sold the workers and the union lead- 
ers themselves. The Plan has proved popular 
that, one the union officials said, 

hellof time taking away from 

people now even wanted to. 

understand the attitude the union leader- 
ship must review the manner which the Plan 
was introduced. one man put it, 

The whole thing got off bad start. You 
might say that the company held gunatour heads 
and then shoved the Plan down our throats. 
course, got our 18-1/2¢ raise and got this 
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besides, really have anything 
lose. But were pushed into it. 

The feeling that this was exclusively man- 
agement plan was strengthened when the first pub- 
licity releases came out seven months later. The 
union leaders claim that management had wanted 
set the Plan experimental basis, giving 
six months trial before any changes should con- 
sidered. Management asked that press releases 
sent out during that trial period. The union of- 
ficials say they agreed this condition that when 
the company was ready give out press release 
the union would get together and the release 
would joint product. Then suddenly early 
November, 1946 the union was press 
releases and magazine stories appearing all over the 
country. The article Time Magazine (November 
1946) was considered typical. picture Pres- 
ident Anderson appeared above the story and while 
the story did not say this outright, conveyed the 
impression the union leaders that the real news 
angle here was that the Bundy management had 
smarted its union. Furthermore, was told that the 
men objected President Anderson 
calling this: Sugar Coated Incentive Plan." 
view the intense feeling the workers against 
piece rates and standards together with the firm 
policy the UAW inopposition incentive systems, 
management and the union negotiations had made 
great point giving the Plan name which would 
differentiate from the ordinary incentive system. 
Now here was the president himself coming out 
explain how had tricked people into accepting his 
plan. (Actually Mr. Anderson made such state- 
ment. The words "An incentive plan with sugar 
coated name" were those the Time reporter. How- 
ever, since the president's picture appeared the 
head the article was easy for this confusion 
arise. Similarly, while management could not log- 
ically held responsible for the general tenor 
the article, the circumstances surrounding its re- 
lease made easy identify the point view with 
that management.) 

administration the Plan the union has 
had real function although some small details 
the Plan were originally negotiated between union and 
management. first there were monthly meetings 
held management and union discuss the figures 
and clarify points interpretation. But the Plan 
simple principle that few such meetings in- 
terpretation were needed and union and management 
have not met these points for many 

The bonus figures are announced the work- 
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ers each month. Before the public announcement 
made the union committee called and manage- 
ments presents the figures the officers. However, 
since these figures are checked outside ac- 
counting firm once year and there has never been 
any question raised their accuracy, such meet- 
ings are more than formality. 

Following this meeting with the union com- 
mittee the works manager announces the figures and 
talks the employees over the plant's public address 
system. uses this opportunity let the employ- 
ees know the plans management developing for 
the company, and this part the talk appears 
welcome. The Cost-Savings-Sharing-Plan report 
the chief topic his remarks. After announces 
the bonus figures forthe previous month and congrat- 
ulates the workers increased earnings, 
goes assure the Workers that they have not 
reached the ceiling, that much more can earned. 
According the union officers this the nature 
pep talk given the football coach members 
his team. appears, however, that the talk fails 
provide the inspiration that intended. For this 
there seem two chief The impression 
given that the only reason the workers are not 
earning more that they are not putting out sufficient 
effort whereas the workers observe that there are 
number times when they are slowed down pro- 
duction shortages materials interruptions 
the flow work provided management. They 
not like the implication that productivity depends 
upon themselves alone. Probably more important 
than this the fact that when the workers have 
earned 25¢ hour the previous month and 
the works manager announces that 35¢ would en- 
tirely possible and urges them after it, 
management which setting the goal. Neither in- 
dividual workers nor the union organization have any 
role setting the goal for group achievements. 

important note that the limited effec- 
tiveness this talkis not due against 
the man who makes it. All evidence indicates that 
the works manager himself exceedingly highly re- 
garded unionofficers. is, never- 
theless, member management and unable 
gain acceptance for goals which workers and union 
have part shaping. 

This background should explain why that 
the union officers take active role promoting the 
Plan. general they believe good plan, but 
about getting increased production. only ex- 
treme cases where worker obviously shirking 


his job that union officers have felt they could inter- 
vene. cases where workers are working steadily, 
but nevertheless far below capacity, the officers feel 
that would contrary totheir union officers 
urge greater productive efforts. 

This neutral attitude toward the Plan es- 
pecially evident the union newspaper which, 
matter policy, never prints any reference the 
Plan. Bycontrast, the company's house organ makes 
frequent and enthusiastic reference the Plan. 

While union officials are generally favorable 
toward the Plan, they have certain specific criticisms, 
and these must weighed particularly the light 
the preceding discussion. They ask first why the 
split should 50-50. 60-40 with, course, 
60% going the workers? They point out that the 
quality men (inspectors) are included the 
share because they are hourly rated employees. 
These men are not union members and are consid- 
ered the union part management. The 
officers argue that either the quality men should 
required join the union else should cut out 
their share the bonuses. the time 
first visit there were complaints about orders 
which were returned Bundy for reworking because 
they proved not upto specifications. 
The union argued that was management's respon- 
sibility see that the goods shipped were stand- 
ard and therefore time spent workers 
the job should not figured against the :iow- 
ever, the time second visit 
reduced they made only infinites: 
mal difference bonus earnings. This has ceased 
issue. While the earnings are announced 
monthly, bonuses are paid out only once every three 
months and the payment based upon the quarterly 
average. The unionhas been arguing that each month 
should stand itself. This would make difference 
only extreme case which the plant was par- 
tially shut down for month, but had high propor- 
tion tool room and maintenance employees 
ing. such period bonus earnings could mi- 
nus quantity and the union does not want the figures 
subtracted from the possible earnings the other 
two far this has not happened and the 
company has been willing agree only that such 
case ever did arise would willing discuss 
possible adjustment. the time first visit, 
the union officers complained that management in- 
efficiencies limited their possibilities making 
good bonuses. year later they reported substan- 
tial improvements here. (Management, course, 
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was glad have these problems brought its atten- 
tion and considered such worker and union initiative 
major gain achieved through the plan.) 

Finally, second visit encountered 
issue which may appear trivial but seems 
symptomatic the underlying problem. Management 
had been able figures for bonus earn- 
ings preceding quarter one week ahead the 
time. The union officials therefore came 
with demand that the bonus earnings paid out 
one week ahead the scheduled time. Management 
found that working the Payroll Department over- 
time, this change could made. This the only 
instance record whichthe union was able 
make any change the Plan. 

The reader will observe that all but one 
case the criticisms raised would have smali bearing 
upon earnings. course, change from 50-50 
60-40 would make substantial difference. not 
the function research man determine what 
fair distribution such case. What fair de- 
pends upon standards judgment and cannot 
scientifically determined. However, should 
noted that the 50-50 split applies not only savings 
resulting from efforts. applies also 
reductions labor costs technological and meth- 
ods changes introduced management. Many unions 
have been concerned with the problem getting 
some sort adjustment from management return 
for the savings technological change. There 
said forthe Planon this point. (Of course, 
management benefits spreading its overhead over 
increased volume production, addition the 
direct savings labor costs.) 

not intend imply that the Plan per- 
fect and could not improved upon. The point seems 
simply that the objections raised against 
the union are reflections the manner which the 
Plan was introduced and administered rather than 
observations its intrinsic merits. 

The Plan raises some basic questions for the 
union leaders. relations between union and man- 
agement have been smoothed out, partly due the 
Plan which has incidence disciplinary 
problems, management all levels has been taking 
increased initiative its dealings withthe union. In- 
stead waiting for the unionto protest action, man- 
agement has been calling the union people the 
appropriate organizational level and enlisting their 
cooperation for changes that are made. 
should note that the time spent grievances de- 
creased 41% the first year the Plan's opera- 
tion and this measure the reduction activ- 
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ity which union seeks originate action for man- 
agement. Furthermore, grievances seem set- 
tled lower than was previously the case. 
Many the problems are worked out between 
man and steward. have therefore situation 
union leadership has little left fight about, 
which means that past patterns activity which built 
the present union structure are dropping away. 

the union leadership does not represent its 
following before fighting management, what 
then forms the basis the positions the leader- 
ship the present time? 

The Cost Savings -Sharing Plan seems 
have ushered new era worker-management 
cooperation, and yet the union has function 
organization this cooperation. This may prove 
difficult problem for the union and has serious 
implications for management since seems 
the key the failure get productivity beyond 
the first month's level. This point will examined 
further when discuss the nature incentive sys- 
tems. 

First, however, should give attention 
one other important influence upon productivity. 
Management's efforts improve productivity are 
generally met worker fears that they may work 
themselves out their jobs. This fear seems 
have been involved Bundy. Thefear sometimes 
considered anillusion the product illogi- 
cal the economic field. These at- 
titudes are important, course, whether not they 
are based upon facts. But mayclarify the problem 
examine relations between worker fears and real- 
ity. 

Worker fears working themselves out 
job cannot completely unfounded. Wheth- 
these fears are based upon facts not cannot 
answered absolute sense. must look the 
question terms varying circumstances and 
terms long and short run possibilities. 

When high labor costs threaten total 
tial shut-down plant obvious that greater 
productivity will lead more and not fewer jobs. 
This what happened Bundy. Instead losing 
700 more jobs the workers held what they had and 
saw about 150 additional people hired. this sense 
worker fears have proved unfounded. 

the short run, however, production for 
period time exceeds sales, then least temporary 
layoffs are expected. This situation arose 
October, 1947. the steel shortage which 
was slowing down automobile production, the large 
automotive concerns cut down their orders from 
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and Bundy's production began pile 
shipping rooms. While this was considered 
workers. that management has been expect- 
ing these men back shortly does not eliminate the 
psychological effect the layoff. Since management 
calculated the number men laid off terms 
the amount completed products hand rela- 
tion daily production and orders hand, could 
argued that had production been little slower 
the preceding months the company would not have 
laid off many people. While such slowing down 
might have long run, unfortunate effect upon em- 
ployment possibilities the company, within limits 
and within the short run would have meant greater 
employment. Such short run effects should given 
serious consideration and cannot discarded ab- 
errations the economic thinking the workers. 
Even union leaders were willing push for high 
productivity layoff period, rank and file reac- 
tions could quite different. 

the long run, furthermore, increased pro- 
ductivity can smaller volume employment, 
unless accompanied more effective salesman- 
ship and/ lowered selling prices. Thus the effect 
incentive plan cannot divorced from the 
company's position the competitive market. 

date results have been good this field. 
The company has been able compete whereas 
was not position compete before the Plan. 
Furthermore, when granted the 15¢ hour (11-1/2¢ 
plus additional paid holidays) increase pay follow- 
ing the national pattern 1947, management was 
able absorb this increased labor cost without in- 
creasing its selling prices. There was in- 
crease price made the fall 1947, but, ac- 
cording management, this was done solely com- 
pensate for 10% increase the price raw ma- 
terials. The base for figuring the C.S.S. Plan con- 
tinued the 1946 wage figures. 

Thus the Plan continues positive fac- 
tor Bundy's competitive position. Still, this prob- 
lem cannot solved once and for all. The contin- 
ued effectiveness the Plan depends upon the abil- 
ity management maintaina steady and increas- 
ing supply orders that threats layoffs will 
minimized. 


INCENTIVES, STANDARDS, AND GOALS 


the plant wide incentive system 
Bundy Tubing Company has more effective 
than incentive systems previously effect that 


company and many other companies. evaluate 
its effectiveness and consider the reasons 
itations and may place the Plan 
proper setting and consider interms the require- 
ments for worker motivation toward production and 
cooperative relations. These can considered under 
the following six points. 

Simplicity. Unless the principles 
incentive system are understood people working 
under it, much its effectiveness lost. have 
known cases which so-called "scientific" system 
proved complex that workers simply could 
not visualize the relation between their effort and 
their pay. whetherthe Bundy system simple 
and easily understood, the workers themselves would 
the best judges and have not interviewed them. 
However, seems likely that the basic principle 
simple enough readily understood. spe- 
cialized job accounting calculate the quarterly 
earnings, but, given the basic figures, seems like- 
the union leaders would able make the neces- 
sary calculations and probably many other workers 
could they cared to. 

system is. seems unfair workers, they will 
fight against and productivity will suffer. Here 
again without interviewing workers cannot report 
their judgment fairnessof thesystem. can 
report, however, that indevising this system 
ment avoided some errors which would certainly have 
branded unfair. must have been temptation 
for management start with some calculation 
what fair day's work should and then begin the 
50-50 split only beyond this point. Such standard 
would certainly have been higher than what the work- 
ers were then producing, which fact would have 
meant that they would have step their 
tivity certain amount before they began get any 
bonuses. This enforced speed-up would have brought 
most unfavorable reactionfrom workers and would 
have resulted bitter arguments fairness 
the standards set management. But, actuality, 
instead insisting upon improvements before the 
sharing could begin, management made very wise 
decision accept the then current productivity 
the standard from which all gains should measured. 
This course followed obvious and none-the-less 
often neglected principle: Beginfrom where you are. 
understand that some other companies now claim 
they follow the Bundy system, but instead set their 
own standards productivity before sharing 
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begin. this the case they cannot rightly assert 
they have adopted the Bundy plan. 

Individualism vs. Does the 
incentive plan help integrate the organization 
does tear apart? The individual incentive sys- 
tems have studied tend pit worker against 
worker conflict which only resolved when 
workers combine forces against management. 
such situations the workers feel they are pursuing 
goals different from those management and the 
organization pulls apart instead pulling together. 
The alternative this approach establish set 
symbols which will motivate workers and 
ment move together toward the same goal. the 
Bundy case the C.S.S. Plan may have this integrating 
effect. Both labor and management contribute 
raising productivity and both parties share equally 
the gains from reduced labor costs. 

Relationship between effort and reward. 
For incentive effective the worker must 
able visualize the relationship between his effort 
and the reward receives. Many profit sharing 
plans are defective this score. The reward 
given generally only once year that hard 
relate day-to-day effort. The amounts are de- 
pendent upon management's decision alone, which 
may quite unrelated worker efforts. And final- 
the profits themselves may due factors quite 
beyond worker control. 

tive system would the best for here there 
direct and close relationship between the work- 
er's productivity and his pay. But such system 
promotes conflict rather than cooperation, 
doubtful 

Group incentives are wide use alter- 
native individual incentives, especially when in- 
dividual productivity cannot separately measured. 
such cases, group sufficiently small man 
may see the contribution making and able 
put pressure others for greater efforts that 
their slackness will not cut into his earnings. dif- 
ficulty with such systems that there are always 
certain groups workers whose productivity cannot 
measured. (Maintenance and tool room workers 
for example.) workers are favored the 
expense others and this may lead breakdown 
cooperation between departments. 

From the standpoint rewarding all workers 
members common plant wide system 
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such that inforce Bundy would seem best. How- 
ever, here the difficulty that the individual worker 
only one among 1200 odd who work three differ- 
ent shifts and number departments. can- 
not relate his own efforts directly his pay. The 
connection exceedingly remote. Under such sys- 
tem how possible bring about closer rela- 
tionship the individual with the organization's goal? 
This point will discussed later. 

Worker and Union Participation. isa 
fact well substantiated research that people act 
with greater effectiveness and enthusiasm carry- 
ing out plans when they themselves have had some 
part the development the plan. matter what 
the intrinsic values defects plan, the way 
which put into effect and subsequently adminis- 
tered will determine large measure the behavior 
people relation it. the Bundy case, the 
C.S.S. Plan has been management's plan from the 
beginning and neither workers nor union 
have felt that they had any active role developing 
administering it. While the union officials have 
cooperated with management certain problems, 
with respect the Plan itself, they have become 
neutral observers rather than enthusiastic promot- 
ers. this, course, the Bundy procedure 
accord with common practice industry today. The 
development and administration incentive systems 
widely believed management prerogative 
which cannot shared with the union. 

The Setting Goals. good deal ex- 
perimental work has shown that men act with great- 
effectiveness when they have goal shoot for. 
But the question should asked: who sets the goal 
and what process set? Considering its ex- 
perience with piece ratesand standards, management 
has tried steer clear setting any definite goal 
for the workers. The only move this direction 
represented the monthly talk the works man- 
ager who generally announces that matter how 
great the earnings the previous month have been 
they can five ten cents hour 
the coming period. There are two limitations upon 
the effectiveness such goal setting. First, the goal 
set management and there evidence that 
accepted the workers. Second, the goal 
general, overall one which has definite meaning 
terms the productivity particular worker 
particular department. For purposes effec- 
tive motivation the individual worker must see the 


See Orvis Collins, Dalton, Donald Roy, "Restriction and Social Cleavage Industry," 
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overall goal terms smaller goals which and 
his immediate work associates can accomplish. 

things stand now the Bundy workers seem 
have raised their sights somewhat above the pre- 
vious low level, but their productive efforts seem 
now have been stablized according new con- 
ception "fair day's work" which may still far 
below the productive possibilities organization 
capable enlisting the enthusiastic mental and phys- 
ical efforts its members. Such efforts, seems 
me, cannot brought forth unless the people have 
definite higher shootfor. Should management 
therefore step announce what expects pro- 
duction each department? Clearly this would 
unfortunate move. Whether the expectations were 
set high low they would resisted. they were 
set only little above present performance, might 
possible bring people notch higher. But 
then these new standards would become new ceiling 
beyond which workers would not and management 
would thus destroy the possibilities progressive 
improvement. There another possibility: Let the 
people set the goals themselves. The implications 
this approach will discussed below. 


RAISING SIGHTS PRODUCTION 


The Bundy Plan seems satisfy the 
ments the first three points listed above but 
points four, five and six, have noted deficiencies. 
The relationship individual effort reward re- 
mote. Workers andtheir union organization have had 
direct part inthe development the Plan its 
administration. There are goals set for produc- 
tivity, except very general one announced the 
works manager, which seems not accepted thru 
the shop. That very general goal furthermore does 
not give people any definite target shoot for. 

action which will meet the difficulties points 
four, five, and six. The general aim such pro- 
gram would build individual and group par- 
ticipation the 

must first distinguish between the job 
compiling production and wage figures compute 
bonus earnings and the day-to-day behavior peo- 


the shop which determines what those earnings 


shall be. The accounting function job for spe- 
cialist, and would seem artificial administer 
any other way. only around the process 
production itself that would make sense try 
build participation. 


Participation might organized along lines 
indicated the following questions which could 
asked workers. Let assume that the previous 
bonus earnings have been What 
want shoot for inthe coming month? chosen 
the goal, how much more will have put out 
our particular department our fair share 
reaching that goal? order reach that depart- 
mental figure, what must accomplished each 
work group? each individual? How are going 
stimulate fellow workers toward these goals? 
What improvements planning, job methods, ma- 
chines, and quality supervision need from 
management? we, our department, achieve our 
goal, how can tie with the rest the shop 
see that other departmentsdotheir share? And, 
finally, after have hit 30¢, want seta 
higher goal for the next month? 

Such questions not involve simply step- 
ping upof physicalefforts. They may, fact, involve 
additional physical exertion, but they would nec- 
essarily involve developing more integrated sys- 
tem human relations with greatly increased par- 
ticipation shaping and achieving the goals the 
organization. 

For the goals anorganizationto inspire the 
individual, least two conditions must met. 
The overall goals must divided into partial goals 
the organization, down the individual member. 
The individual must related these goals through 
active participation within the subdivisions that link 
him the total organization. The problem the 
same time one symbols and one social organiza- 
Unless the two are tied together, effective 
motivation will lacking. 

How can such integration achieved? 
unwise for research man seek present de- 
tailed plan for action. Such plans must involved 
the people actively concerned with the practical 
problems. However, may well suggest some 
the principles upon which effective action must 
based. 

Goals that inspire men cannot imposed 
from the top down organization. This means 
that management alone cannot set the goals. also 
means that the union officers cannot set the goals. 
the other hand, the union organization can serve 
the frame work for the goal setting activity. 

While goals cannot imposed from the top, 
neither they spring spontaneously from the 
bottom themselves alone. They require stimula- 


4 


tion and leadership. The union officers are the only 
ones position provide such leadership and 
stimulate such spontaneity. 

carry out and stimulation 
would probably involve setting committees every 
department, but this should not immediate ob- 
jective. easy mistake the formal setting 
the social participation program 
requires. Functioning committees cannot con- 
stituted when purposes and ac- 
tivities are completely unfamiliar. For such pro- 
gram take hold, would have approached 
gradually, with good deal informal discussion 
between union and management and among various 
levels the union before any procedures are formal- 

Whatever procedures are developed, their ef- 
fectiveness will depend upon meeting one basic re- 
quirement. Goals set from the top down will seem 
workers onerous tasks that are shirked 
wherever possible. only goals that are developed 
the grass roots, which provide inspiration for 
greater achievement. Thus, while rests with the 
union officers start the ball rolling and furnish 
continuing leadership, the effectiveness the pro- 
gram would depend upon emphasizing bottom level 
participation and communication from the bottom 
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within the union. While, knowledge, nothing 
exactly like this has been done before, there have 
been several cases reported which seem follow 
these general lines and indicate that the basic ap- 
proach 

Such program should not only increase 
productivity. would also provide new and vital 
functions for the union organization time when 
the transition from conflict cooperation requires 
union leadership maintained. 

perhaps unlikely that either management 
union leadership will want embark upon such 
program. Nevertheless, has seemed worthwhile 
sketch out the possibilities because the best way 
test our knowledge human relations through set- 
ting against concrete problenis. 

These remarks onthe limitations the C.S.S. 
Plan should not serve take our attention away from 
the more positive aspects. The management Bundy 
Tubing Company has done outstanding job solv- 
ing its problems union-management relations and 
productivity. both these counts, seems 
far ahead the average company this country. 
The limitations noted only serve suggest that still 
unrealized possibilities are great those already 
achieved. 


See Whyte's report union-management cooperation inLever Toronto plant, Applied Anthropology, 


Summer, 1947. Also Maier, N.R.S., Psychology Industry, pp. 264-266, "Group Decisions Setting Pro- 
duction Goals." This all too brief report experiment Alex Bavelas. The case the Adam- 
son Tank Company, studied Douglas Macgregor M.I.T., also pertinent. popular account this 


case appeared Life, December, 1946. 
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ACCULTURATION FOREIGN STUDENTS THE UNITED STATES 


preliminary study the changes attitudes, opinions, information and English language 
ability Latin American resulting from year's training agriculture the 


owledge the results training Latin American students 


here important both politically and 


Charles Loomis and Edgar Schuler 
Michigan State College 


The General Importance the Area Investigation 

The Department State has estimated that 
during 1947 there were 15,000 foreign students 
the U.S.A.2 Although only some 500 these received 
United States governmental aid anticipated that, 
due the difficulty arranging study Europe, and 
considering the advance science the U.S.A., the 
number foreign students coming the U.S.A. will 
increase. Under Public Law 584, introduced Sen- 
ator Fulbright, credits for currencies govern- 
ments acquired result surplus property dis- 
posals may used finance students from the 
U.S.A. studying abroad, foreign students studying 
the U.S.A. and for transportation foreign students 
the U.S.A. Otheracts which will not mentioned 
here facilitate the exchange students and technical 
and scientific personnel. Considering the number 
who will involved the flow students and 


from the U.S.A., whether financed American tax 
moneys not, the U.S.A. has very great stake 
this exchange. is, therefore, high time that at- 
tempt made evaluate this process cross- 
cultural education. 

The present study, which was years 
ago, attempt appraise one type foreign 
student training program indicate such changes 
the program may assist accomplishing its 
objectives. The study deals only with trainees from 
Latin American countries studying the field ag- 
riculture, but hoped that certain its results 
can generalized the three thousand students 
from Latin America studying during the war years 
the colleges and universities the the 
traineés other government departments and bu- 
hoped, furthermore, that the instru- 
ments and techniques used this analysis may 


The authors acknowledge grant-in-aid from the Social Science Research Council which made pos- 
sible analyze the data. Acknowledgements are also due the Office Foreign Agricultural Relations 
the USDA for making such arrangements and facilities available were necessary the conduct the 
study. Portions the paper are dependent upon Miss Phyllis Brothers's thesis submitted the Depart- 
ment Sociology and Anthropology 1946 partial fulfillment for the degree Master Arts 
Michigan State College. Other agencies which assisted the conduct the study through advice and 
counsel were the Office Education the Federal Security Agency; Bureau Agricultural Economics 
the Library Congress; Office the Coordinator Inter-American Affairs; the U.S. Departments 
Labor, State, andInterior. All these agencies had programs for foreign trainees were responsible 
for administering these programs. Dr. Olen Leonard with the assistance Glen Taggart and Phillip Green 


the Office Foreign Agricultural Relations administered the tests and other instruments. 


J. Allan 


Beegle and Sheldon Lowry assisted the analysis. 


partment State, 13. 


Foreign Affairs Background Summary, Revised Edition, No. 


January, 1947, Office Public Affairs, De- 


results the study are course most pertinent for the Latin American training students 


the various federal departments the United States. 
Indications are that the findings will also pertinent for for- 


trainees these departments 1946. 


There were over 200 Latin American In-service 


eign graduate students, whom received aid from the Department State during 1946, study 
the U.S.A. See Activities.of the Interdepartmental Committee Scientific and Cultural Cooperation, U.S. 


Printing Office, Washington,D.C., June 30, 1946, pp. ff. 


study changes Latin American college 


students' attitudes, opinions, information andEnglish language ability during the first year's residence 


the University Michigan, Louisiana State University, 


the University cf Texas, and Colorado State 


College was begun the authors comparable data for trainees and non-trainees. The latter study 


has not been completed. 


; 
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suggestive educational and other agencies inter- 
ested results American study for 
the much larger number foreign students now the 
United States and for American students studying 
foreign countries. 

The Students and Program Evaluated 

During the war when the importance hemi- 
spheric solidarity became obvious most groups 
North and South America, various types govern- 
mental programs were developed increase the 
flow students between the Latin American coun- 
ing foreign ministers the twenty-one American 
republics Buenos Aires 1936 the signatory gov- 
ernments agreed exchange two graduate students 
annually and one more professors years 
with each the other signatory governments. 

this agreement the United States 
Department State academic year 1940- 
1941 facilitate travel and later, the academic 
year 1942-1943, grants were pay all expenses 
the Latin American students studying the U.S.A. 
The Interdepartmental Committee Cultural and 
Scientific Cooperation, Office the Coordinator 
Inter-American Affairs, and the Institute Inter- 
American Affairs set the Coordinator arranged 
with the Department Agriculture offer training 
agriculture selected students under the Govern- 
ment In-service training program. Although there 
were several hundred other trainees other de- 
partments under various auspices during the same 
time the present study deals only with the agricul- 
tural trainees these 

The training supervised the United States 
Department Agriculture has been two general 
types: (1) There the interntraining which requires 
that the trainee work directly with and under the di- 
rection the technicians the bureau which 
assigned with only short assignment, any, 
stay with farm families. The majority the intern 
trainees, and all those studied, were assigned the 
Soil Conservation Service, the Bureau Agricultural 
Economics, the Rural Electrification Administration, 
the Agricultural Extension Service and the Agricul- 
tural Research Administration. This program fi- 
nanced funds appropriated the Interdepartmental 
Committee Cultural and Scientific Cooperation. 
Activities the Interdepartmental Committee 
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The U.S. government expends from $2500 $3000 
for the transportation and expenses each internee 
for "A" type fellowships, which maintenance and 
financed. "B" and "C" type fellow- 
ships now existence, but not use the time 
the study, are supported part entirely the 
sponsoring government. (2) There was addition 
the practical Agricultural Extensionor farm appren- 
tice program which required that the trainee as- 
signed toand remain under the direction selected 
farm family series farmfamilies during most 
his stay the U.S.A. This program was original- 
financed the Office the Coordinator Inter- 
Affairs. 

the trainees included the present 
report, came from Brazil, from Venezuela, 
from Peru, from Ecquador, from Chile, from 
Columbia, from Mexico, from Salvador, 
from Costa Rica, from the Dominican Republic and 
from Haiti. Figure indicates, the average 
the trainees had completed 14.5 school grades and 
reported average 2.5 years oftraining 
lish. age thetrainees varied from years 
with mean 30.5 years. 


The Training Related Attitudes 

Perusal the written descriptions the 
training programs the various governmental agen- 
cies well discussions with those individuals 
responsible for the trainees furnishes sufficient 
evidence that high the priority list the objec- 
tives for the programs the development favor- 
able attitudes the part the trainees toward the 
U.S.A., its people and institutions. Without doubt 
those responsible for the programs are anticipating 
that the visitors, becoming more competent 
their specialties and more conversant with the cul- 
ture the U.S.A. and its international relations, 
will thereby become more effective implementing 
what has been loosely called "hemispheric solidarity". 
State Department publication likens the exchange 
students and specialists the Rhodes scholarship 
program England which has "long been successful 
aiding young men who later life attained prom- 
inence their countries That the 
trainees upon return their countries obtain 
positions prominence which makes them important 
hemispheric endeavors has been 


Scientific and Cultural Cooperation, op. cit., 24. 


Loomis, "Trial Use Public Opinion Survey Procedures Determining Immigration and Colonization 
Policies for Bolivia, Ecquador, and Peru", Social Forces, Vol. 26, No. Oct. 1947. Inthis study former 
trainees were key positions all three countries and arranged for the interviewing. 
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FIGURE 


Measures English Language Ability, Knowledge the United States, and Educational Attainment 
Upon Arrival and Per Cent Improvement During One Year for USDA Latin American Trainees. 


Test Auditory Eng- 


Columbia Cultural Popu lar lish Test Ba- 

Vocabulary Michigan U.| Information Language sed on Records U.S. A. 
Average Test Grammar About the Ave. Score Preference 
Reported Scores Test USA. sion Test Arrival Scores 
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Brazil 48, 168 


Remaining South American 

panish Countries 
Peru, Ecuador, Chile, 
‘columbia 


Carribean and 
ican Countries (Mexico, 
Costa Rica, Dominican Re- 
public, Haiti Salvador) 


However, the present systematic attempt some cases there may substantial agreement 
been made measure the effect the training among informed observers the situation 


the attitudes and opinions. general concerning what constitutes informed 
erroneous opinion, but the items classified for 
Trainees' Language Used Evaluation study "opinion" items were different order 


For the evaluation, instruments were devel- from those studied the cultural information test 
oped which were filled out the trainees upon their for which factual answers existed. the opinion 
arrival the country and uponleaving. study givenitem, such "Lack appreciation for 
ing the records givenstudentorgroup students poetry", was listed the left the page and the in- 
registered upon arrival and upon leaving formant was requested indicate the right side 
possible study changes opinions, attitudes, in- the page whether the item was typical his 
formation, English language ability and the inter- country, the U.S.A., whether there was 
relations these. Except for the English language difference. Figure indicates the manner which 
tests were administered the native this form was set up. stated above was trans- 
language the informant. this way the investi- lated into the respondent's own language. case 
gators hoped eliminate variations reactions trainee checked the his country was 
which might result from variations interpretation requested indicate whether the item was "Slightly 
the items the several instruments conse- more typical", "Moderately more typical", "Much 


quence differentials English language skills. more typical" the country designated. order 
facilitate measurements the changes (resulting 
Opinion Analysis from year's stay inthe United States) the opinions 


the literature comparing the culture the concerning the typicality the individual items 
U.S.A. with that the LatinAmerican countries both included the study value was assigned 
Latino and Anglo authors engage considerable dis- responses which registered much more typical 
cussion cultural differences and contrasts. Some country" and value much more typical 
these purported differences are opinion; ofthe U.S.A. The was responses 
that is, they involve the type item for which either indicating that the respondent believed there was 
not way valid answer. own country and the U.S.A. This arbitrary weighing 
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FIGURE 


From your reading, contacts and experience you will have certain conceptions about the similarities 
and differences between your own country and the United States America. The following items offer you 
the opportunity register your opinions concerning similarities and differences between your country and 
the United States. Much has been written about such comparisons but there has been attempt have 
trained scientists such yourselves express themselves about these comparisons. Please register your 


true opinion these matters. Even those cases where you not feel very fully informed, sure 
indicate the degree difference you think exists between the two countries. (Instrument administered 


trainee's own language.) 


ITEM 


S.A. 


Respect children for 
their parents* 


all items were included this instrument. 


provided "typicality score" measuring the extent 
which item was typical the U.S.A. ranging 
from the lowest score "much more" typical the 
trainee's own country the highest score "much 
more" typical the U.S.A. 


Items Typical Latin American Items Cultures 

The items whichthe trainees reported up- 
arriving the U.S.A. least typical the 
U.S.A., i.e., most typical the trainee's own country 
are listed Figure with the items deemed 
most typical the respondent's own country listed 
first--others the order the measure their 

the above mentioned items, there are 
which were considered less typical the train- 
ee's country (i.e. more typical U.S.A.) 
than upon arriving. These hereafter listed 


6. 


Check one these three 
columns 


the item MORE TYPICAL 
your country MORE 
TYPICAL the U.S.A., 
there 


ightly| Moderately| Much 
more more more 
typical typical typical 


Expression your OPINION 

Check one these three 
columns 

HOW MUCH MORE TYPI- 

CAL the country you 

checked than the other 

country the item? 


response 


with the item registering the greatest positive change 
typicality score first and on. Hampering 
the development popular education church in- 
fluences, Tendency acquire position through 
inheritance, Personal giving unfortunates, 
Tendency poorest families possess educa- 
tion, Tendency lower classes character- 
ized miserable conditions, Tendency govern- 
mental officials accept bribes, Tendency 
value punctuality too little,and The observance 
religious holidays. The average positive shift 
typicality score ranged from .33 

The following items the items above 
mentioned and recorded the left Figure were 
reported more typical the trainee's country 
less typical the U.S.A.) upon leaving than up- 
arriving. listed with the items 
showing greatest negative change typicality score 


The selection the items culture typical North American and Latin American civilizations was 


made group sociologists. anthropologists, and social psychologists conversant with both cultures. 


The author will glad give account the process selection any 
sion the process here irrelevant the discussion. 


He omits discus- 
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Chaperonage young women 
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first and on. Equality treatment between 
Negroes and whites. Respect for the sanctity 
marriage, Chaperonage young women, Tak- 
ing chances the lottery, Indulgence the sport 
cock-fighting, and Tendency for the country and 
city people very different. The average nega- 
tive shift typicality score for these items ranged 
from -.42 -.02. For one item. "Lackof etiquette", 
the average score did not change. 


Typical U.S.A. Items 

The items whichthe trainees upon arrival 
reported being most typical the U.S.A. the 
order their typicality score from the highest the 
least are listed the right side Figure 

these the which were considered 
less typical the U.S.A. (i.e. more typical 
the trainee's country) upon leaving than they were 
considered upon arriving follow. They are 
listed hereafter with the item showing the greatest 


negative change typicality score first, and 
the body science, practice chewing 
Tendency deal with problems scientifically, 
Tendency science todeal with practical problems, 
Devotion the game baseball, Tendency 
the dignity labor, and Tendency 
place high valuation efficiency. The negative 
change average typicality score for these items 
ranged from -.35 -.01, 

The items from the list typical U.S. 
items presented the right side Figure which 
were found the U.S.A. (i.e. less 
typical the trainee's country) upon leaving than 
upon arrival follow. They are listed with the items 
showing the greatest change average score this 
direction first. Sexual freedom women before 
marriage, Ease obtaining divorces, and Free- 
dom women. The positive changes average typ- 


FIGURE 
Items Which U.S.D.A. Latin American Trainees Upon Arrival Considered More Typical of: 


Trainee's Country (Listed Orde 
Decreasing Typicali 


U.S. 


Tendency lower classes 
characterized miser- 
able conditions 

Taking chances the lottery 

Equality treatment between 
Negroes and Whites 

Tendency poorest families 
possess education 

Tendency value punctu- 
ality too little 

Indulgence the sport 
cock-fighting 

The observance religious 
holidays 

Personal giving un- 
fortunates 

10. Tendency for the country 
and city people very 
different 

11. Tendency acquire posi- 
tion through inheritance 

12. Respect for sanctity 
marriage 

13. Tendency governmental 
officials accept bribes 

14. Hampering the develop- 
ment popular education 
church influences 

15. Lack etiquette 


° 


U.S.A. (Listed order 


Decreasing Typicalit 
Average 
Change 
The practice chewing gum 
Worship speed -.3 
Freedom women 
Proficiency handling 
machinery 
Ease obtaining divorces 
The tendency science 
deal with practical prob- 
lems 
Devotion the game 
baseball 
Tendency contribute 
materially the body 
science 
Tendency sharply 
aware time 6.0 
Tendency place high 
valuation efficiency 6.0 -ol 
Tendency deal with prob- 
lems scientifically 6.0 
Sexual freedom women 
before marriage 5.9 
Tendency educate boys 
and girls the same 
classrooms 5.8 


Tendency regard prac- 
tical utility highest 


criterion value 5.8 
Tendency recognize 
the dignity labor 


Constructed from the form Figure respondent checking item "much more" typical the U.S.A. 


was score item check "much more" typical the trainee's country was given 
score Those indicating "no difference" were score 


<2 A 
} 
Average 
Score Change 
1.9 
2.1 
2.2 -.4 
2.2 
2.2 
2.3 
2.4 
2.6 
2.6 -.2 
2.6 
2.7 -.4 
2.9 
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The Items for Which Evaluation Typicality Changed* Least During One Year's Stay the U.S.A., Ar- 
ranged According Size Typicality Score Arrival USDA Latin American Trainees. 


ITEM: (administered Trainee's Language) 


Tendency value punctuality too little. 

The observance religious holidays. 

Lack etiquette. 

Tendency lacking ambition. 
Tendency the illegitimacy rate high. 


Great importance the middle class. 
Tendency intellectually realistic. 


Emphasis fair play and sportsmanship. 
Tendency recognize the dignity labor. 


Tendency deal with problems scientifically.{ 
Tendency place high valuation efficiency. 

Devotion the game baseball. 


21. Tendency science deal with practical problems. 


Tendency businessmen lacking cultural refinement. 
Tendency political reality conform constitutional prescription. 
Typical optimistic expectation self-improvement. 


Emphasis original thinking popular education. 


Tendency regard practical utility the highest criterion value. 
Tendency educate boys and girls the same classroom. 


U.S.A. Typicality Score 


Average 
Change 


+ 


The absolute change average typicality scores ranged from .01 to+ 


interpreting the typicality scores after each item, may helpful consider the scores approaching 
typical neither nor the trainee's own country. High scores indicate that students felt the 
items were more typical U.S.A.; low scores that they were more typical the trainee's own country. 
Scores were calculated follows from the typicality form described Figure value was as- 
signed response which registered much more typical "my country" and value much more 
typical the U.S.A. value was assigned responses indicating that the respondent believed there 
was difference the typicality the item his own country and the 

indicated Figure the U.S.A. Preference score for item above upon arrival was the highest 
score made any item. did not change substantially during the year. the other hand the 
Preference score for item 19, shown Figure decreased the average .61 points during one 


year's stay the United States. 


icality scores for these items ranged from .49 

For many items among the total 96, year's 
stay the U.S.A. caused very little change the 
trainees' judgment whether wasa trait more 
characteristic his country the U.S.A., and 
the extent this typicality. The items for which 
there was least change concerning judgment typ- 
icality are listed Figure 


Opinion Changes After One Year the U.S.A. 

trainees change their opinions 
concerning what relatively more typical the 
U.S.A. during year the country? Already 
have briefly discussed changes opinions concern- 
ing those which upon arrival were con- 
sidered most typical the trainees' own countries 
and those which were considered most typical the 
U.S.A. These changes are recorded Figure 


2.2 
2.5 
2.9 
3.0 
3.1 
3.9 
4.6 
4.7 
5.0 
5.0 
5.1 
5.2 
5.2 
5.7 
5.8 
6.0 
6.0 
6.0 
6.2 
6.2 
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The Items for which the Greatest Average Change Extent Which They were Believed 
Typical After One Year the was Reported USDA Latin American Trainees. 


Change direction being considered U.S.A. 
more typical Trainee's Country. 


Initial Average 
core Change 


Ability relax 4.8 -1.0 
Tendency cleanly 5.0 -.8 
Morality Women 3.3 -.7 
Punctiliousness observance 

amenities 4.8 -.7 
Tendency for politics 

corrupt 3.5 -.7 
Tendency venerate things 

Spiritual 3.5 -.6 
Tendency emphasize class 

distinctions 3.7 -.5 
Preciseness expression 5.4 -.5 
Equality treatment between 

Negroes and Whites 2.2 -.4 


Tendency make great dis- 
tinction between physical and 
intellectual work 3.6 -.4 


But what great changes occur regardless the 
trainees' opinions concerning typicality upon 

Figure records the items for which there 
was the greatest average change during the year 
typicality score toward the U.S.A.--the items 
showing the greatest positive shift manifesting 
increased tendency believe the item was less typ- 
ical the trainee's own countries (i.e. more typical 
the U.S.A.) and the items for which there was 
the greatest change the opposite direction 
increased tendency believe the item was more 
typical the trainee's own country less typical 
the U.S.A.). item the left column 
average change during the year the U.S.A. typical- 
ity score. Since this change was the negative di- 
rection may infer that the trainees' year's stay 
the U.S.A. resulted change that, relatively 
speaking, the item "ability relax" was considered 
less typical the U.S.A. (as compared with 


Change direction being con- U.S.A. 
more typical U.S.A. Typicality 


Initial Average 
Score Change 


Tendency display insatiable 


curiosity 3.8 1.6 
Tendency women dominate 

men 4.4 1.0 
Inability prepare appetizing 

meals 3.5 
Tendency typically lack- 

ing good taste 3.6 

informal 3.1 


Tendency education em- 

phasize what essential 

making living 5.1 
Tendency religious organiza 

tions foster development 

democratic political institu- 


tions 5.0 
Tendency popular music 
disgusting 3.9 
Tendency young men talk 
about women 3.6 
10. Degree sexual freedom 
women before marriage 5.9 


their respective countries) than was considered 
the case upon arrival. will noted Figure 
upon arrival the typicality score for this item was 
4.8. will recalled that any score less than 
may taken indicating that the item regarded 
more typical the trainee's own country; any 
item scoring more than more typical the 
U.S.A. 

considerable importance the change 
the typicality score for the item, "Equality treat- 
ment between Negroes and Whites", year's stay 
resulted increasing the opinions that this 
item was relatively less typical the U.S.A. than 
their own country. This particularly significant 
shift view the low typicality score (2.2) regis- 
tered for this item upon arrival the U.S.A. Other 
interesting changes are recorded Figure For 
example, even though the item "Tendency clean- 
ly" was considered more typical the U.S.A., 
upon the arrival the trainees, was considered 
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Using different form you have already registered your opinions concerning similarities and dif- 
ferences between your country and the United States with respect certain items. About these differences 
you will have certain attitudes. some cases you will very much prefer the conditions your own coun- 
try; other cases you will prefer the conditions you conceive them here. The following form 
offers you the opportunity register your preference for the conditions indicated the item your home 
country they exist here. Please register your true feelings these matters making sure indicate 
the extent which you prefer the situation your country the U.S.A. (Instrument administered 


trainee's own language) 


FACTORS 


ference 


Personal giving unfortunates 


relatively much less typical the U.S.A. upon leav- 
ing than upon arrival. 

indicated the right Figure the 
item which registered the greatest increase typi- 
cality score was "Tendency display insatiable 
curiousity". Many the trainee's lived with farm 
families and learned that rural people are more cur- 
rious, particularly about others' personal affairs 
than are the more less blase visitors Latin 
America from the U.S.A. the North Americans 
presented the motion picture screen. Few the 
changes listed the right side Figure being 
the items manifesting the greatest positive change 
U.S.A. typicality scores are changes which may 
taken favorable the U.S.A. shall now con- 
sider the measurement preferences and prefer- 
ence changes. 


Attitude Analysis 

From the items used ascertaining the 
typical characteristics the two national cultures 
under comparison were selected regarding which 
attempt was made get expressions attitude 
preference. Thus the case the typicality 
Opinion items the trainees indicated whether each 
more typical his own country the U.S.A. 
the case the attitude formulations the trainee 


Check one these three 
columns 
Regarding each item, which 
you prefer; the situation 
your country, the 
U.S.A. there dif- 


Your 
difference 


Expression your ATTITUDE 
Check one these three 
HOW MUCH MORE you 


prefer the situation the 
country you checked? 


prefer- preferable prefer- response 
able 


was requested indicate whether preferred the 
situation referred the item existed his 
own country the U.S.A. Second, preferred 
the situation the one country the other, was 
asked indicate whether his preference was "slight," 
"moderate," "much." Figure indicates the ar- 
rangement this instrument. This formulation en- 
abled the investigators derive score measuring 
the extent whicheach individual registered favor- 
able responses U.S.A. for each item and sum- 
mation for the entire series items. The item 
and summary scores measuring relative favorability 
reaction toward the U.S.A. upon arrival could 
compared with those upon leaving, both individual 
individual, and for the entire group trainees. 
Thus, the response individual who indicated that 
favored given example, "Tendency 
U.S.A. much more than existed his native 
country, was given score response the 
same item which indicated preference for the situ- 
ation much more existed the respondent's 
own country was given score person re- 
sponded that had preference between his own 
country and the U.S.A. concerning the situation re- 
ferred the item, this neutral reaction was given 
score This arbitrary weighing permitted the 
development anitem preference continuum for the 
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U.S.A. ranging from The lower the score the 
less favorable the reaction the U.S.A. The higher 
the score the more favorable the reaction the 
U.S.A. 

The ten items for which the trainees regis- 
tered the greatest and theten items which produced 
the least preference for the U.S.A. upon arrival 
the United States are listed Figure They are 


listed with those items which are considered 


most preferable they exist the coun- 
tries the left, with the item indicating the highest 
preference first and the others order and those 
items whichare considered most preferable 
they exist the U.S.A. according the same prin- 
ciple. 

indicated Figure the items used 
measure favorability attitude toward the U.S.A. 
only produced average group score less 
than being the score which measured "no pref- 
erence" neutral These items, 
which refer the situations most favored they 
existed the trainees own country, with the items 
yielding the lowest U.S.A. favorability score first 
are listed the left Figure However, these 
items the two; "Equality treatment between 
Negroes and Whites", and "Sexual freedom women 
before marriage," represented situations which were 
considered relatively less preferable the U.S.A. 
upon leaving than upon arrival. will remem- 
bered that reportedin Figure the item "Equality 
treatment between Negroes and Whites", con- 
sidered relatively much less typical and the 
item "Sexual freedom women before marriage", 
relatively much more typical U.S.A. than the 
trainees' own countries. 

From Figure will seen that upon ar- 
rival the trainees expressed preference for 10, 
one third, the items the 
U.S.A. The high preference scores accorded some 
items listed the right side indicate one reason 
why, this instrument, year's stay did not im- 
prove the over-all preference scores more the 
trainees. The high U.S.A. preference 
scores accorded such items "Tendency deal 
with problems recognize 
the dignity labor", "Importance energy and abil- 
ity achieving high social position", "Tendency 
regard practical utility highest criterion value", 
and "Tendency value punctuality", registered 
arrival are near the top scores possible the 
scale that one should not expect them increase 
substantially during the year. Actually the slight 
changes registered most the items which were 


highly preferred the U.S.A. speak favor the 
program and appreciation the culture 
the U.S.A. 

the items listed the right side 
Figure only the item "Tendency sharply 
ware time", produced significantly different 
U.S.A. preference score upon leaving than upon ar- 
rival, the case this item Trainees upon ar- 
rival stated that they preferred the situation de- 
scribed the item existed the U.S.A. Upon 
leaving Trainees gave similar reaction, but the 
reactions upon leaving onthe part those preferring 
the situation the were less extreme than 
upon arrival, The preference scores for the U.S.A. 
the other items showed remarkable similarity 
upon arrival and upon leaving. 

indicated Figure the two items the 
item scale whichthe trainees after year's 
stay registered the most pronounced decrease 
preference for the U.S.A. when the arrival scores 
were compared with the leaving scores were, 
"Tendency womento dominate men," and "Equal- 
ity treatment between Negroes and Whites." The 
importance this shift, particularly regarding the 
interracial item, evident when one realizes that 
among the items the trainees liked the situation 
least the U.S.A. compared with their own coun- 
try both upon arrival and upon will 
remembered that this item the above described 
opinion scale was considered among the least 
typical the U.S.A. and the most typical the 
trainees' own countries, (see Figure item 4), The 
attitude score registering the prefer- 
ences indicates that after the one year's first-hand 
experience the trainees disliked the situation the 
U.S.A. even more upon leaving than upon arrival. 
this finding represents change attitude which 
may generalized other groups visiting the 
U.S.A., its significance obvious and such 
weight need further emphasis here. 

After the two items already mentioned, those 
showing the greatest shift unfavorable the 
tion exists the U.S.A. (or favorable the 
one year) are follows: (3) Appreciation Euro- 
pean contributions civilization, (4) Tendency 
young men talk about women, (5) Tendency 
sharply aware time, and (6) Higher valuation 
hospitality than 

the entire items only registered no- 
table increases favorability toward the 
scores after year. These were, order larg- 
est favorability increase smallest, follows: 
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FIGURE 


ITEMS WHICH UPON ARRIVAL WERE CONSIDERED USDA TRAINEES 
MORE PREFERABLE THEY EXISTED IN: 


U.S.A. U.S.A. 
Trainees' Country (Listed Preference* U.S.A. (Listed Order Preference 


Initial |Average 
Score Change 


Decreasing Initial Decreasing Preferability) 


10. Tendency very ideal- Tendency deal with prob- 


istic lems scientifically 
Higher valuation hospi- Tendency recognize the 
tality than business dignity labor 
Tendency consume alco- Importance energy and 
holic drinks ability achieving high 
Appreciation European social position 
contributions civilization Tendency regard practical 
Tendency materialistic utility highest criterion 
Ease obtaining divorces value 
Tendency women dom- Tendency value punctuality 
men too little 
Lack appreciation for Tendency sharply 
poetry aware time -.6 
Sexual freedom women be- Worship speed 
fore marriage Tendency education em- 
Equality treatment between phasize what essential 
Negroes and Whites making living 
Typical optimistic expecta- 
tion self improvement 


10. Great importance the 
middle class 


Remaining Items: 


U.S.A. Preference 
Initial Average 
Score Change 


High valuation pre-marital continence for men 
Tendency deal with problems philosophically 
Tendency emphasize class distinction 
Tendency dominant religion encourage critical thinking 

among the common people 
Tendency consume soft drinks 
giving unfortunates -.4 
Tendency display insatiable curiosity 
Tendency young men talk about women 
Tendency acquire social position through inheritance 


10. Tendency dominant religion concerned with solution 
serious social problems 


Constructed from the form Figure respondent checking item "much more" preferred the 
U.S.A. was given score item check "much more" preferred the trainee's country was 
given score Those indicating "no difference" were given score 

Since the scores items through were all between and arrival, may infer that trainees were 
neutral these items upon arrival. Positive changes indicate change toward greater preference for the 
item U.S.A.; negative changes, greater preference for the item the trainees' countries. 


Score Change 

) 
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FIGURE 


Items for Which the Greatest Change Extent Which They Were Preferred After Year the 
Was Reported USDA Latin American Trainees: 


Considered More Preferable 

Country 

Tendency women dom- 
inate men 

Equality treatment between 
Negroes and Whites 

Appreciation European con- 
tributions civilization 

Tendency young men 
talk about women 

Tendency sharply aware 
time 

Higher valuation hospitality 

than business 


(1) Tendency the dominant religion encourage 
critical the common people, (2) Ten- 
dency emphasize class distinction, (3) Tendency 
consume soft drinks, and (4) Tendency domin- 
ant religion concerned with solution serious 
social problems (see Figure 8). 

The decrease the favorability the U.S.A. 
scores the items may mean that the year's stay 
actually produced more unfavorable attitudes the 
part the trainees, but one suspects that many 
cases least two factors operated retard the in- 
crease the favorability measures. When the 
trainees arrived they may have been influenced 
"guest attitude" and not have reacted critically 
they did after they had been here long enough de- 
velop confidence and acquire the characteristic 
Anglo willingness criticize. Also, upon leaving 
the U.S.A. after year away from home, many may 
have been influenced nostalgia and have seen their 
own country's weaknesses more dimly than upon ar- 
rival, Apparently some trainees sufferedfrom rather 
extreme cases nostalgia. These possibilities and 
others which may detract from the efficacy the 
instrument measuring attitude changes are in- 
herent the difficult task undertaken the inves- 

addition the items used study 
trainees' typicality opinions, and the items se- 
lected determine the extent favorable attitude 
manifest U.S.A., third form was devised 
which required that the trainee record his degree 


Initial Average 


Initial Average 
Score 


Considered More Preferable 

U.S.A. 

Tendency dominant religion 
encourage critical thinking 


among the common people 
Tendency emphasize class 

distinction 
Tendency consume soft 

drinks 
Tendency dominant religion 

concerned with solution 

serious social problems 


three degrees, that is, "much." 
The statements listed with the greatest score 
agreement the least agreement arrival are in- 
cluded Figure 

agreed with the statement "North American motion 
pictures convey distorted picture life the 
United States." This negative appraisal partic- 
importance when coupled with control data 
gathered the study bearing the judg- 
ment their sources information about the United 


Ninety percent the trainees said they were 


influenced and half the trainees said they had been 
very much influenced this medium (the American 
Upon leaving, even more trainees agreed 
with the above statement concerning the American 
movie than upon arrival (53 agreed and disagreed), 
indicating that after year, were under 
any illusions about the representativeness most 
Hollywood versions American life. 

The next largest shift agreement found 
regarding item "The present treatment which 
Anglo-Americans the Southwest the United 
States mete out Spanish Americans there operates 
against the 'Good policy." The increase 
agreement with the accuracy this statement 
disturbing, and has significant implications com- 
parable those associated with the findings regard- 
ing attitudes toward Negro-white relations 
the U.S.A. 


3.7 -.9 
2.7 

-.6 

4.9 
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FIGURE 


Statements With Agreement Scores Registered Upon Arrival and Change After Year's Stay the 
United States Reported for USDA Latin American Trainees 


Today the center civilization the United 
United States agricultural machinery the best the world. 
North Americans who visit without knowing our language cannot understand 


our culture. 


The American cultures Iberian and Anglo-Saxon origin are basically different. 

government, regardless financial cost, should develop the part 
country, the most complete possible economic self-sufficiency. 

North American motion pictures convey distorted picture life the United 


States. 


The present treatment which Anglo-Americans the Southwest the United 
States, mete out Spanish Americans there, operates against the "Good 


Neighbor" policy. 


general, Latin Americans look upon North Americans with suspicion. 
10. The general acceptance Protestant Christianity would great misfortune 


for the Latin American countries. 


Protestant propaganda from the United States menace the usual faith 


Latin America. 


Average 
Average 
Arrival Change 


Weighted follows: disagree much disagree somewhat disagree little neutral opin- 
ion agree little agree somewhat and agree much 


Sources Information About the United 

part the first group tests given 
the Agricultural Trainees from Latin America upon 
their arrival Washington, form was supplied 
which listed about specific influences which may 
have aided these trainees securing information 
about the United States prior the beginning their 
one-year study period this country. The trainees 
were asked check the degree which, their 
opinion, the specified influence was important 
source learning about the United States. The 
categories were: "very much","much", "some", "very 
little", and The form, the case the 
attitude and opinion instruments, was presented 
the language that inadequate knowl- 
edge the Englishlanguage would not handicap 
accuracy supplying the desired information, 

The analysis data collected these de- 
tailed forms cannot presented full here. 


summary, the basis the trainees' re- 
sponses the following channels information and 
types influence seemed especially significant 
sources information about the United States: 
(1) motion pictures produced the United States, 
(2) machinery, tools, etc. manufactured the United 
States, (3) professional magazines pub- 
lished the United States, (4) motion pictures pro- 
duced Latin American countries, (5) Latin Ameri- 
can technical and professional magazines, (6) Latin 
American teachers, and (7) non-fiction books pub- 
lished Latin 

all the possible sources information 
about the United States listed the form, the fol- 
lowing were considered the trainees the 
least important: (1) missionaries from either Latin 
America the United States, considered separately, 
(2) North American schools and universities, (3) 
Latin American businessmen, (4) 


Phyllis Jean Brothers, Changes Attitudes, Opinions, Information and Language Ability Latin 


American Students Resulting Year's Training 


the United States, thesis for the Degree M.A., 


Michigan State College, 1946, 15. Considerable the data which follow are taken adapted from this 
thesis written under the supervision the senior author. 


—— 
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societies, (5) businessmen from the United States, 
and (6) fiction and poetry books published Latin 
America, 

Extent Information about States 

attempt was made develop test which 
would provide measure the trainees' knowledge 
about the U.S.A., its people and culture, and some 
its relations with Latin America. The questions 
covered areas information related the eight 
institutions discussed 

The Cultural Information test was given 
the trainees' language that inadequate knowl- 
edge English would not affect their ability an- 
swer the questions. There are correct and objec- 
tively definable answers the multiple choice 
variety the questions contained this test. 
The questions listed order the percentage 
trainees answering them correctly are presented 
Figure 10. For example, the first question men- 
tioned this group was answered correctly 
per cent the trainees taking the test while the last 
question included was answered correctly per 
cent the trainees. 

Eighteen questions proved difficult 
that less than one-third the trainees were able 
answer them correctly. These are also listed 
Figure 10. The first question included this group 
was answered correctly only per cent the 
trainees while the last question mentioned was an- 
swered correctly per cent the trainees 
taking the Cultural information test. 

Types information concerning the U.S.A. 
about which the trainees know the most and the least 
are indicated Figure 10. 

They knew more about our history, location 
important landmarks and names prominent in- 
dividuals than they did about the "Reader's Guide", 
size cities and types and amounts Latin Amer- 
can exports the U.S.A. This logically 
listing motion pictures one their most im- 
portant sources information about the U.S.A. 


Motion pictures and newsreels from this country 
would much more likely give some mention "Lind- 
berg", "Thomas Edison" "Joe Louis" than "an 
index American and Canadian periodicals" 
the "percent wool exported from Argentina", 

The Pearsonian correlation coefficient .14 
indicates the years schooling 
completed and the score made upon the Cultural In- 
formation test upon The low degree re- 
lationship found between the Cultural Information test 
scores and the educational status the trainees sug- 
gests that their listing "teachers" among their 
most important individual sources information 
about the U.S.A. originating America may 
incorrect. Incidentally, the educational status the 
trainees showed little relationship with the various 
measures language ability. 

general the percent improvement regis- 
tered the Cultural Information test during the 
year's stay was positively correlated with 
ment registered other 

The Agricultural Trainees taking the Cultural 
Information test upontheir arrival the U.S.A. made 
average score 45.1 out possible correct 
answers. Their scores ranged from 75. 
taking the test second time one year later the av- 
erage number right was 56.9 with scores ranging 
from 80. One trainee made slightly lower 
score the This same trainee also re- 
ceived lower score the second time took the Co- 
lumbia Vocabulary Test. 

The percentage improvement for the 
trainees during one year the U.S.A. measured 
Only one trainee received over 100 per cent 
ment and was the same student who made the most 
improvement the Columbia Vocabulary Test. The 
average percentage improvement received the 
Agricultural Trainees taking both the initial and re- 
tests Cultural Information was per cent. The 
trainees registered larger percentage improvement 
this test after year study the U.S.A. than 


The Panunzio were: marital, economic, educational, recreational, religious, 
scientific and governmental. attempt was made have all these covered the information, opinion 
and attitude instruments used the study. Agency categories were used the construction the in- 
struments merely have definite basis for assuring distribution questions items which would 
cover the whole the culture. See Panunzic, C., Major Social Institutions, Macmillan, 1939, 


correlation coefficient with probable error .06 was found between the initial scores re- 
ceived the trainees onthe Columbia Vocabulary Test and the scores received the Cultural Information 
test arrival. The Pearsonian correlation coefficient, .13, indicates the relationship between the per- 
centage improvement scores made the University Michigan Grammar test and the percentage 
ment made the Cultural Information test. Pearsonian correlation coefficient .42 indicates the 
relationship between the percentage improvement registered the Cultural Information test and the 
bia Vocabulary test. The Pearsonian correlation coefficient indicating the relationship between the per- 
centage improvement as registered on the Cultural Information test and improvement registered on the Popu- 


lar Language test later described was minus 
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FIGURE 
Items Included Information Test Concerning Which Latin American Trainees Made the: 


Highest Scores (from highest lower scores) 

The famous American aviator who first crossed the Atlantic ocean alone 

Location the Statue Liberty 

The person who best symbolizes inventive genius the American 

The present heavy-weight champion boxer the U.S.A. 

When Independence Day celebrated the U.S. 

The number stars the United States flag 

symbol philanthropy today, but earlier identified with economic domination through free 

enterprise 

The largest state the 

Customs the U.S.A. Christmas time 
10. The idea associated with the name Henry Ford 
What the emancipation the Negro slaves was one result 
12. How often presidential election held the United States 
13. The chief executive each state 
The Commander-in-Chief the Army and Navy 
15. The most important commodity group among U.S.A. exports Latin American Countries 1938 
16. The two leading political parties the United States 
17. U.S.A. matches are made by: referring marriages 
18. Before the war where "the greater portion the Chinese and Japanese the U.S. lived 


Lowest Scores (from lowest score higher scores) 

What the Reader's Guide 

The population incorporated communities that the United States census 
classified cities 

Which part the U.S. has the most tenant farmers share-croppers 

What percentage the total value wool exported from all Latin American 
countries 1938 was exported Argentina 

What percentage the total value copper exported from all Latin American 
countries 1938 was exported Chile 

What percentage the total value sugar exported from all Latin American 
countries 1938 was exported Cuba 

What group the unorganized workers the U.S. consist largely 

The center the tire industry the U.S. 

The field which Samuel Gompers was most famous 

the present time there are more American Indians the United States than 
what time 

11, What percentage the total value petroleum exported from all Latin American 

countries 1938 was exported Venezuela 

12. What percentage the total value meats exported from all Latin American 
countries 1938 was exported Argentina 


13, The name the printed copy the proceedings each day each house Congress 
14, The two leading Labor Organizations the U.S.A. 
15. What called when player carries the ball across the goal line 
What percentage the total value coffee exported from all Latin American 
countries 1938 was exported Brazil 
17. The center the greatest clothing industry the 
18. Where most the county Agricultural Agents who are serving the North American 
farmer were reared. 
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they did the Michigan Examination Grammar 
and smaller percentage improvement than the 
Columbia Vocabulary test. 

When the change attitudes measured 
the U.S.A. preference scores toward the U.S.A. re- 
sulting after one year's stay, discussed above, 
was correlated with the score made the Cultural 
Information test upon arrival, significant rela- 
tionship was found. The attitude U.S.A. prefer- 
ence score upon leaving when correlated with the 
Cultural Information score arrival produced 
Pearsonian correlation coefficient -.13 which 
not statistically significant for the sample. 


English Language Ability 

The Columbia Vocabulary Test which contains 
one hundred words selected from complete list 
words found twenty-two contemporary measures 
vocabulary will discussed 

Each trainee's level vocabulary terms 
grades was found for both the initial 
test and the re-test taken after they were this 
country for year. The school grades correspond- 
ing thescores. received the firsttests ranged 
from below grade (norms for scores were not re- 
ported for below that level) above grade 
the basis the Columbia Vocabulary Test scores 
received the trainees their arrival this 
country, the numbers falling into each the U.S.A. 
school grades are follows: below grade two 
trainees, grade four trainees, grade three 
trainees, grade ten trainees, grade twelve 
trainees, grade thirteen trainees, grade nine 
trainees, grade threetrainees, grade three 
trainees and grade The average 
grade level corresponding these test results for 
the Latin American students upon their arrival 
this country was found 

The school grade norms corresponding the 
vocabulary test results received the trainees 
after they had been this countryfor year ranged 
from above 12B. Using vocabulary asa 
the average United States School grade 
ees after they had been here for year was 8B. 
Thus, measured this test, the average Latin 
American trainee increased his English vocabulary 
much one year the average United States 
school child does ina year and half. 


seven trainees attained over 100 per cent improve- 
ment, the average improvement for the trainees 
being per cent. 

The Michigan Examination Grammar pro- 
vides for 214 possible correct answers and includes 
such tasks indicating the number syllables 
the plural and preterit forms words, choices 
correct words, verb forms, sentence construction, 
use pronouns, formation questions, negative 
statements and imperative 

Four trainees received slightly lower scores 
the Examination Grammar after their year 
studying the U.S.A. did when they arrived 
this country. The average improvement one 
year,as registered the Examination Grammar, 
was 19.3 per cent. The percentage improvement 
ranged from 209, but the average Deviation from 
the mean was not nearly large found the 
Columbia Vocabulary Test results. Only one trainee 
received over 100 per cent improvement. the 
case the vocabulary test, the largest percentage 
improvement was made the trainees making the 
lowest scores when first taking the grammar test. 

The Pearsonian coefficient correlation in- 
dicating the relationship between percentage im- 
provement the Michigan Grammar Test scores 
and the Columbia Vocahulary Test scores, with 
probable error .06,was .75. 

The Popular Language Comprehension test 
consisted such popular North American expres- 
sions "he didn't get first base", "too quick 
the trigger", "to pull his punches", "sour grapes", 
"to jump the gun", and "to put the dog". in- 
cluded such items and required the matching 
synonyms from among four choices. 

The scores for the trainees taking the Popu- 
lar Language Comprehension test their arrival 
this country ranged from correct, and the 
average number expressions defined correctly 
the trainees taking the initial test was 10.7 out 51. 
The average number terms defined correctly 
when tested after year's stay the U.S.A. was 
out the possible. Thus, the average im- 
provement found for all the Agricultural Trainees 
taking the Popular Language Comprehension test 
during one year was 137.9 per However, there 
was tremendous range 2400 the individual 
percentage improvement. Nine trainees received 


Actually the more common English words origin were sometimes more difficult for the Latin 
American trainees than the less common words with Latin roots. 


11. One trainee did not take this test. 


\ 
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lower scores this test after their year's 
training the U.S.A. 

Calculated the Rank Difference method, 
correlation coefficient .29, with probable error 
.09, was found between the per cents ‘improve- 
ment received the trainees the Columbia Vo- 
cabulary Test and the per cents improvement re- 
ceived the Popular Language Comprehension test. 

The auditory tests English ability were 
based upon the playing phonograph recordings un- 
der standardized conditions. This test measured 
the ability understand the content the 
material presented auditory means. The trainees 
listened the two recordings and were then asked 
answer series objective questions the mul- 
tiple choice variety based the meaning the rec- 
ords. Most the records were played two times 
make sure that the listener would have fair chance 
pick what might have missed time. 
The average improvement attained the Agricul- 
tural Trainees one recording was per cent, 
the other, per cent. 

Using the Rank Difference method, coeffi- 
cient correlation .25, with probable error 
was found between the percentage improvement 
received the trainees tests one recording, 
"Winning the War", and percentage improvement 
the Columbia Vocabulary Test. correlation .35 
was found between the percentage improvement re- 
ceived the trainees the Michigan Examination 
percentage improvement for the 
comprehension record playing. The probable er- 
ror for this correlation was .09, indicating relation- 
ship not considered statistically reliable. The 
Pearsonian Correlation Coefficients describing the 
relationship between the test auditory under- 
standing English the record,"Winningthe War", 
upon arrival and the Columbia Vocabulary test, 
Michigan Grammar test, Cultural Information test 
and the Popular Language Comprehension Test each 
arrival were respectively follows: .57, .55, 
and .46 all which are significant. 

When the scores measuring the change at- 
titudes favorability the U.S.A. associated with 
year's stay the U.S.A. were correlated with 
these various language ability score made upon ar- 
rival, the following Pearsonian Coefficients were de- 
rived: change favorability attitude toward the 
U.S.A. with Columbia Vocabulary test .13, Michigan 
Grammar test .15, Popular Language test -.007, 
Auditory Comprehension the phonograph record 
-.06. None these measures relationship are 
statistically significant. The measures relation- 
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ships between the same variables but substituting 
improvement scores place scores upon arrival 
produced respectively the following coefficients: 
-.066, -.25, .10 and .06. None these measures 
are statistically significant. 

When the thirteen trainees who manifested 
the greatest increase favorability toward the 
U.S.A., measured the percentage increase 
the U.S.A. Preference score, were compared with 
the thirteen trainees manifesting the greatest de- 
crease favorability, measured the same 
manner, the two groups were found similar 
regard nationality background with only one coun- 
try, namely, Mexico having many more 
the unfavorable group than the favorable group, and 
only one country, namely Brazil having many 
more the favorable thaninthe unfavorable group. 
The two groups were quite similar with regard 
the following items: educational attainment, age, 
proportion having friends the U.S.A., 
the U.S.A. Preference score leaving, Popular 
Language test arrival, Auditory Language test 
both arrival and leaving, and the Cultural In- 
formation test both arrivaland leaving. These 
two groups, when compared, manifested greater dif- 
ferences with respect the following scores (after 
each item the first average score listed for the 
thirteen trainees making the greatest increase 
favorability toward the U.S.A.: the second score 
for the thirteen trainees manifesting the greatest 
decrease favorability the U.S.A.): U.S.A. Pref- 
erence score arrival 4.32, 5.30; the difference 
between the U.S.A. Preference score arrival and 
leaving .51, 1.18; Columbia Vocabulary test ar- 
rival 43.73, 34.21, leaving 53.56, 46.31, and the 
per cent improvement 27.7, 67.5; Grammar Exami- 
nation arrival 115.80, 126.00, leaving 19.80, 
15.90 percent improvement 318.0, 153.4; per- 
cent improvement the two. 

tests 109.0, 126.8; 35.0, 
101.0; and the percent improvement the Cultural 
Information test 25.8, 33.2. 


Summary and Conclusions 

one who reads the above monograph care- 
fully will conclude that the over-all results the 
various programs under which apprentice trainees 
were brought the U.S.A. can adjudged from 
these findings unsuccessful, Trainees came 
the country and left preferring the situation 
U.S.A. compared their own countries, with re- 
spect many items including our "Tendency deal 
with problems scientifically", "Tendency recognize 
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the dignity labor,""Importance energy and abil- 
ity achieving high social position," "Tendency 
regard practical utility the highest criterion 
value," "Tendency value punctuality highly," "Ten- 
dency sharply aware time," "Worship 
speed," "Tendency education emphasize what 
making living," "Typical optimistic 
expectation self-improvement," and "The great 
importance the middle class." All the above 
items stated were considered more typical 
U.S.A. than the trainees own countries. Not only 
did they prefer the United States with respect 
these items, but they came and left feeling that the 
following items, not among those just listed but hav- 
ing among them qualities which many Americans 
consider virtues, are more typical the U.S.A. 
than their own countries: "Tendency place high 
valuation "Tendency contribute ma- 
terially the body science", "The tendency 
science deal with practical problems", and "Pro- 
ficiency handling machinery." 


What the Trainees Learned 

One year's training the U.S,A. resulted 
considerable improvement the ability the 
trainees English language measured 
the used. vocabulary the trainees, 
upon arrival, seemed have, the average, about 
the same vocabulary ability average students 
grade the U.S.A. After one year the vocabulary 
ability averaged 8a. Thus one year the average 
trainee made approximately the same progress 
vocabulary development the average student 
the U.S.A. makes one year and The im- 
provement measured the vocabulary test was 
Improvement knowledge English gram- 
mar was only percent; whereas, improvement 
understanding popular language expressions was 
138 percent, and ability auditory ex- 
positions was approximately percent. Although 
there was very great range performance and 
improvement, these averages represent substantial 
contributions the trainees' English language abil- 
ity. would expected, with fewer exceptions, 
the various scores measuring language ability and 
cultural information about the U.S.A. were inter- 
related. Improvement one these scores was 
associated with improvement another, That most 
the trainees went back with better knowledge 
the U.S.A., its people and culture, attested the 
percent improvement measured the Cultural 
Information test 


Sources Information About the U.S.A. 


Trainees indicated that the most important 
channels information and influence regarded 
sources information were the following: (1) mo- 
tion pictures produced the U.S.A., (2) machinery, 
tools, manufactured the U.S.A., (3) technical 
and professional magazines published the U.S.A., 
and (4) motion pictures produced Latin American 
The least important sources informa- 
tion about the U.S.A. indicated the trainees 
were the following: (1) missionaries from either 
Latin America the U.S.A. considered separately, 
(2) North American schools and universities, (3) 
Latin American businessmen, and (4) Pan-American 
societies. Incidentally the attitude study revealed 
that the majority the trainees, upon arrival here, 
considered that North American motion pictures con- 
vey distorted picture life the United States. 
After year's stay the were more con- 
vinced this than before. 


Failure Instruments Record General Uni- 
form Improvement Attitudes Toward the U.S.A. 
This study tends show that governmental ap- 
prentice traineesfrom the Latin American countries 
after one year's stay have, certain significant are- 
as, less favorable attitudes toward the U.S.A. and its 
culture than they had upon would, there- 
fore, seem that government agencies and others who 
facilitate such study the U.S.A. for Latin Ameri- 
cans should sponsor thorough and extensive studies 
qualified and disinterested research agencies 
ascertain the results these intercultural programs. 
Trainees included the present study and others 
should interviewed their own countries ob- 
tain the most significant results. 


Cultural Differences Between 
Latin America and U.S.A. 

Most the Latin Americantrainees upon ar- 
rival, believed the American cultures Iberian and 
Anglo-Saxon origin are basically different. After 
one year's stay the U.S.A. they went away even 
more convinced that basic cultural differences exist 
between Latin America and the U.S.A. 


Race Relations 

Thetrainees came believing that "Equality 
treatment between Negroes and Whites" was more 
typical their countries than the and this 
belief seems have been corroborated their stay. 
The next the largest decrease the U.S.A. pref- 
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erence scores designed measure favorability 
toward the U.S.A. was obtained from reactions 
this item. The trainees came disliking the manner 
which treat the Negro compared with the 
way treated home, and they went away with 
relatively greater dislike for our treatment 
him. Since significant minority the trainees 
have negroid features, the attitudes revealed should 
have definite implications for future program plan- 
ning for the trainees. With airport entries the 
U.S.A. southern cities, the southern caste sys- 
tem has important implications for international re- 
lations thousands students and travelers from 
Latin America enter the U.S.A. 


Family and Behavior Women 

Family and woments behavior was another 
general area concerning which opinions and definite 
attitudes were expressed the trainees. 
for the sanctity marriage, sexual freedom 
women befote marriage, morality women; and 
chaperonage young women, were all items which 
trainees felt there were great differences the 
U.S.A. and their respective countries. 
year's stay the U.S.A. seems have increased 
the belief that women's sexual freedom 
before marriage, immorality women, and lack 
sanctity marriage were more typical the U.S.A. 
The trainees indicated that they very much prefer 
the "degree sexualfreedom women before mar- 
riage" found their own countries than 
exists the U.S.A. That cultural conflict involved 
different sexual morals onthe part Latin Amer- 
icans and Anglo Americans constitutes real prob- 
lem college administration needs substantiation 
for those who must deal with it. However, that Latin 
American students home withless respect for the 
morals American women than when they came 
should interest administrators and Anglo 
girls who are not familiar with the double standard 
morality Latin America and other Latin Amer- 
ican cultural traits. 


Interrelationships between Measures English 
Language Ability, Information and Scores Favor- 
ability Toward the U.S.A. 

The finding that the change scores designed 
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measure favorability toward the U.S.A. did not 
seem closely related any the English lan- 
guage and information scores can only taken 
tentative. Comparisons various scores for train- 
ees making the greatest increase U.S.A. favor- 
ability scores during one year with scores those 
whose favorability scores for the U.S.A. greatly de- 
creased indicates that further investigation with 
more effective instruments may prove that ability 
handle the spoken language predisposes one more 
the development favorable attitude toward the 
U.S.A. than the case for other abilities studied. 
However, the data adequately test this hypothesis 
are not available. There seems evidence that 
the various test scores designed measure ability 
handle the everyday spoken language were more 
closely related favorability scores than other 
language ability and information test scores. 

would expected the less knowledge 
language the country with which the student ar- 
rives, the greater his improvement will be. How- 
ever, studies should conducted determine the 
optimum attainments which should required upon 
arrival produce the desired results. This study 
did not investigate progress the subject matter 
fields detail, The records prove, however, that 
mastery English necessary mastery most 
technical subjects. those fields which appren- 
tice training important mastery the spoken lan- 
guage essential. 


Validity U.S.A. Preference Favorability Scores 
Two factors probably functioned prevent 
increase the general favorability scores, (1) 
The trainees whom the instruments were admin- 
istered upon arrival may have had "guest attitude" 
and have been less prone critical U.S.A. 
than they were after year's stay during which they 
may have acquired the American tendency 
openly critical. (2) Also upon leaving many were 
homesick and more apt seethe faults their own 
countries dimly. follow-up study the trainees 
their own countries very much needed ap- 
praise the influence thesetwo factors, Conversa- 
tions between the senior author and number 
trainees their native countries indicates that they 
have very favorable attitudes toward the U.S.A. 
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THE INDIAN REORGANIZATION ACT AND FEDERAL WITHDRAWAL 


Henry Dobyns 
The University Arizona 


American anthropologists have been mainly 
concerned with studying Indians, since America has 
supplied abundant Indians but other primitives 
for them study. the United States, minute 
Indian minority cooped reservations where 
can studied easily --an ethnic laboratory 
nearly 300 Reams literature have been 
written about aboriginal patterns, yet when the In- 
dian Bureau announces that its long-term policy 
one withdrawal federal supervision 
anthropologists are largely unaware the signifi- 
cance this statement. 

Despite the differences between them, such 
diverse groups the Papago, Pueblos, Apache, 
Navaho, and some Sioux are placed Group 
tribes expected remain Federal charges 
for 10-25 years longer. Group tribes ex- 
pected release 5-10 years includes 
the North Carolina Cherokee, Blackfeet and Crow, 
and some Sioux the Dakotas. The Menominee and 
California Indians, Klamath and Osage, are put 
Group ready for immediate this 
Indian Service estimate acculturation valid? 

applied anthropology prove itself prac- 
tical, prove itself predictive, actually prove itself 
science, must predict accurately what will happen 
Indian minority and Euro-American majority dur- 
ing and after federal withdrawal, and why. While 
there place for theoretical speculation, not 
here: here not the place argue the readiness 
unreadiness the Indian vote, for example. 
states can vote, The task study Indian 
voting those states can accurately pre- 
dicted how Indians Arizona and New Mexico will 
vote when given the franchise. Applied anthropology 
must apply itself facts before can theorize, i.e., 
predict. 

the projected federal withdrawal, the Act 
June 18, 1934 (Wheeler Indian Re- 
organization Act, referred this paper IRA) 
occupies important position along with the Act 
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a oO 


April 16, 1934, (Johnson-O'Malley Act), the Act 
August 27, 1935, (Arts and Crafts Board Act), the 
Act May 1936, (extending IRA Alaska), and 
the Act June 26, 1936 Oklahoma), 
and the general policies instituted the Collier ad- 
ministration the "Indian New Deal." These acts, 
administrative policies and rulings together make 
complex Indian government breaking sharply with 
the past, and looking hopefully toward local self- 
government enabling Indian groups maintain their 
identity case Congressional termination the 
Indian Bureau--an ever-present threat --or the 
graceful withdrawal now 

consider one these acts out its con- 
text with the others hardly present full pic- 
ture, yet the much too complicated con- 
sider this brief paper. Since the IRA (extended 
Alaska andOklahoma) regardedas the cornerstone 
the Collier policies, and the storm 
praise criticism, the logical choice for con- 
and characterized discouraging shortcomings. 
Adverse comment the IRA tends become bit- 
terly vitriolic and personalized its 
Favorable comment tends like cars desert 
trail--follow the tracks the first one through. 
Authors parrot the same ideas, facts, and fancies 
with disheartening monotony. 

view projected Federal withdrawal, the 
most important provision the IRA contained 
Section reading "Any Indian tribe...shall have the 
right organize for its common welfare, and may 
adopt appropriate constitution and 
Once approved vote and the Secretary the 
Interior, constitutions can revoked only Con- 
gress another vote the tribe. 

fact kept mind evaluating this 
section the IRA that self-government Indian 
tribes does not rest this act alone. Tribes have 
"unextinguished, inherent Justice 
John Marshall laid the foundation for court recognition 
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these powers when ruled Worcester 
Georgia (1832) that "The Indian nations had always 
been considered distinct, independent, political 
This makes the basis Indian law 
that tribal powers are inherent powers limited 
sovereignties which have never been extinguished. 
Tribal powers are not delegated Congress; but 
Congress may limit them treaty, and legis- 
under the constitutional provision that Con- 
gress should power "To regulate Commerce 
with foreign Nations, and among the several States, 
and with the Indian This constitutional 
delegation power the states the Federal 
government removes them from direct concern 
Indian government; however, our complex modern 
world, actions states cannot help but affect 
Thus Arizona and New Mexico can deny social se- 
curity benefits their Indians the State Boards 
refusing Indian applicants, although legislative power 
over Indians belongs the nation. 

field where states legally cannot act, and 
where Congress has responsibility but minor con- 
cern, deficiencies government exist. The Indians 
have inherent gap; the Indian Bureau 
has been delegated some power fill it. Since one 
the other must fill it, self-government the only 
alternative the Indians have Bureau 

One the facts overlooked the popular 
clamor over the plight the Navaho Indians that 
the tribe rejected the IRA and proceeding toward 
self-government under its own inherent tribal powers 
with the Council organized Navaho 
are conscious their own plight wider scale 
than ever before, partly because many them en- 
joyed greatly raised living standards during the war, 
and partly because the Indian Bureau has seemingly 
tried apply much possible the principle 
IRA. While the Secretary the Interior could dis- 
solve the Council any time, the Bureau has chosen 
strengthen the Council, and improve its electoral 
system that the government's most outspoken 
Opponents may and have been elected.** This has 
produced Council able speak for the problem- 
conscious tribesmen the post-war emergency. 


Cohen, 1945, 123. 

122. 

the United State, Art. Sec. 
* Cohen, 1945, p. 122. 

Collier, 1947, 277. 

Farge, 1940, 104. 


APPLIED ANTHROPOLOGY 


Because their inherent legal powers 
self-government, tribes' powers were not appre- 
ciably affected the The Menominee, who 
did not incorporate, operate now “under substantially 
the same rules and they were before 
the Indian New 

The IRA did change the conditions causing 
the Interior Department and various states deal 
with matters legally under tribal jurisdiction. For 
instance, Indian Bureau rules and regulations con- 
flicting with constitutions bylaws any tribe 
longer applied 

The IRA did regularize tribal governments. 
Tribal constitutions were not new 1934, but 
back another 100 years. Some have endured, some 
have been Consequently, while consti- 
tutions, along with charters and loan ledgers, are 
foreign native Indian cultures, they are not 
foreign many present Indians. Applied anthropol- 
ogy not now dealing simply with native cultures. 
dealing with native cultures modified contact 
with Euro-American culture, and which must expect 
modified even more it. These Indian cul- 
tures cannot remain static; since they mark such 
small populations, inevitable that they will 
change more and more into the Euro-American ma- 
jority pattern. Measures which ease the change and 
allow the fullest retention native cultural values 
which will fit into the majority framework are those 
measures that can pronounced good. IRA seems 

has beencalled paradox that those tribes 
and individuals tribes who are most assimilated 
can benefit This paradox only 
one take their place the Euro- 
completely unmodified. min- 
ute Indian minority can probably expect nothing else 
but assimilation. For larger tribes, disastrous 
transition averted, gradual acculturation 
might require that assimilated individuals lead their 
tribes, and that assimilated tribes benefit more than 
unassimilated ones. Since IRA allows normal cul- 
tural change develop, must judged fulfilling 
gradualist function. 


Cohen, 1945, 129-120. 

Cohen, 1945, 126. 

15+ Cohen, 1945, 

16- 1944, 210. 
210. 


f 
5 
\ 
> 
4 


SPRING 1948 


This not say there limitation 
the act. Actually, the IRA attempts new departure 
the assimilate the Indian 
minority. This new departure the assimilation 
Indian groups entities instead indi- 
vidual citizens. Some groups have already reached 
such point group disintegration under the im- 
pact the old individualizing policies that they can 
longer function groups. These IRA cannot 
speed toward assimilation; their members must con- 
tinue individuals. theory IRA would work 
gainst adjustment acculturation reversing this 
trend among such groups the California 
practice, however, California Indians have or- 
ganized under IRA such small extent that the 
trend cannot said have been reversed their 
case.19 Since California Indians are not operating 
under it, IRA can hardly accused harming 
them. The same can said for the Menominee. 

The policy assimilation groups raises 
the question Ex-Commissioner 
Collier has argued that IRA doesn't overcome iso- 
lation among tribes geographically isolated, nor 
stop intermingling contiguous Indian and white 
This call IRA neuter, something 
obviously cannot the cornerstone the 
Indian New Deal. The difficulty lies the double 
character the IRA itself, and the double char- 
acter the Indian tribes. The IRA provides ir- 
reducible minimum segregation setting 
tribal entity. This hard core what will remain 
all other Indian characteristics are lost. Yet the 
other feature the IRA that fitting this tribal 
entity into the larger American framework, the In- 
dians will assimilating themselves. They will 
overcoming the geographic, economic, and political 
segregation the reservation while maintaining 
segregation for themselves This the 
very basis the act. for the present tribes still 
extant, they may placed figuratively upon con- 
tinuous, graduated scale American 
life, with assimilated groups such the California 
Indians one end and the full-blooded, more isolated 
Southwesterntribes the other. Somewhere this 
scale point which divides the current tribes into 
two groups: those whose members are assimilated 


Collier, 1944, 423-424. 


423. 
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enough individual thatIRA can have slowing 
effect intermingling white culture, 
and those whose acculturation will speeded group 
assimilation under the act. 

planned segregation which al- 
lows such later Indian groups develop entities 
instead dispersing their members majority 
population, losing them from the tribe. But not 
segregation upon geographic 


Papago Experience 

The Papago Indians today were originally 
northern Pimas who lived the desert called Papa- 
Their loyalties bound them their several 
groups villages. their lands were set aside 
the Papago Reservation and the people now lumped 
under single jurisdiction, they began think 
themselves separate entity. Their name tohone 
the Desert People, which differentiated 
them from the River People, called Pima the 
whites, began take tribal 

Their self-consciousness was 
the direct result the enforced geographic segre- 
gation the reservation policy, 
contact disrupted the former seasonal movement 
Papago into the irrigated fields the Pima work 
the harvests. reservation policy alone would 
have meant segregating the Papago not only from 
whites, but also from other Indians. However, the 
ancestral lands the Papago (on which they still 
live) cannot support the tribal population, From lands 
that today could probably not support 300 white men, 
they must nowadays out work part the year, 
they can buy food and clothing. 

Economic necessity has thus operated the 
case the Papago combat the segregating effect 
the reservation policy. Politically, the fact has 
meant increasing centralization rule the tribe. 
Before the largest part the reservation was set 
aside for the Papagos 1917, their village repre- 
federal aid for schools, hospitals, and water im- 
provements. the mid-1920's League Papago 
Chiefs, opposing particular superintendent was 
strong enough force his Yet the official 
Agency Council, quite another body, did not repre- 
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sent the different areas ideas the tribe.24 

Among the IRA has resulted the 
adoption constitution and bylaws approved Jan- 
uary have Councils, usually 
representatives villages. The districts elect 
two members each the new Tribal Council; and 
they can recall 

Legislative powers the Council enumerated 
the constitution resemble those state legis- 
lature, covering health, morals, education, economy, 
general welfare, and creation administrative 

first, the IRA seemed make little dif- 
ference Papago self-government. The Council 
was weak, without sanction from the people. Dis- 
tricts often neglected elect representatives, and 
quorums could not assembled for the monthly 
meetings.27 The first ordinance passed the 
Council dealt with such mild subject the re- 
moval cactus from reservation lands, prohibiting 
removal any species except permit issued 
the leaders were already pre- 
sent who were determined upon real self-govern- 
ment.29 Real self-government meant carrying Pa- 
pago unification beyond reservation segregation in- 
tribal participation Euro-American society 
unit. 

Recent superintendents have also led the Pa- 
pago toward self-government. accord with the 
tribal constitutional provision that nothing affecting 
the reservation whole done without Council 
approval, they have tried put responsibility upon 
the Council.30 

The reasons the Council, the Papago 
ideal self-government, are referred back into the 
districts and out the peoplefor discussion. Apathy 
opposition some districts referral, 
yet the Council moves, slowly, taking issues apart 
and putting them back together again after discussion 
home with its constituents, who customarily reach 
decision with great deliberateness and after pro- 
longed White nerves may ragged 
before the Council acts talking 

25. 
Houghton, 1945, 11. 

Ordinance #1, Papago Tribal Council. 
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over meeting, referring home, and bringing 
back further meeting. Yet generally once ac- 
tion taken, the tribe whole behind reason 
its final form, and Council vote usually 
near 

Geographic difficulties representation are 
the grave the Papago case. Mixed-bloods are 
problem, being almost non-existent. Old people are 
often among the most acculturated, particularly 
the one western district, con- 
servative leader was jailed for opposing Selective 
Service during the war, but the progressive faction 
the district has been represented the 

The suggests again that the 
most acculturated individuals who can profit most 
from the IRA, and who are the very ones who must 
lead their tribes into the Euro-American framework 
entity. 

That the Act has action tribes 
entities can shown from the program horse 
reduction the Papago carried out during the middle 
the war, combat overgrazing the tribe‘s 
sparse desert range. The Council passed ordi- 
nance limiting the number horses, mules, and 
burros any one family could hold the range. 
committee district councilmen determined the 
number needed each family, case more than 
ten animals. Approval for keeping colts reaching 
year age had granted the district repre- 
Stallions over more kept from run- 
ning loose, dourine control measure. Annual 
roundups for culling were 

One the wealthiest men the reservation, 
cattleman, opposed the cut the horses fam- 
ily limit. was fined $500, and sentenced 
year jail upon refusing pay. hired Tuc- 
son lawyer but writ habeas corpus was denied 
District Court grounds the reservation's 
legal procedures hadn't been exhausted. While the 
lawyer was writing Congressmen and creating pub- 
licity, the prisoner was released participate with 
hisfamily the horse roundup. When returned 
jail like any other Papago offender released for the 
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week-end see his family, was released the 
Papago judge. had served three months and 
consented reduction, there was longer reason 
hold Tribal unity was restored; and 
stock reduction program which would have been 
practical impossibility Euro-American group 
7,200 went accomplishment without further op- 
position. 

Lately the Council, realizing that the Papago 
population has seriously outgrown the reservation's 
resources, has applied for assignment 15,000 
acres the Colorado River Indian Reservation 
(irrigated Parker 

Thus the Council has acted many 
For example, has required each district round 
its horses for dourine testing.36 has given 
whites hunting permits the reservation for serv- 
ices rendered the tribe, including such award 
the Phelps-Dodge manager Ajo, where 
special village with Papago law-enforcement of- 
ficers was built for mine workmen. has used tri- 
has given permission for archeological excava- 
tions.39 Features its own, has prohibited gas 
stations, lunch stands, other businesses, bill- 
boards along the right-of-way granted the state for 
roads through the 

addition, the Council has purchased 
electric organ for the community house.4! has, 
has official seal for the tribe, show- 
ing desert scenery.43 all, has passed over 300 
ordinances and the Council's 
legislative actions have been disapproved the Sec- 
retary the 

for evolution future going beyond pre- 
sent reservation segregation, the Papago under IRA 
have experienced considerably more formalized 
contact between Papago and Euro-Americans the 
type which will necessary after Federal with- 
Six committees the Council have plans 


35. Unumbered resolution, September 
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41+ Resolution 139. 
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calling for study how the matters their con- 
cern are handled larger American life. Three 
its boards already have intensive off-reservation 
contacts. The Arts and Crafts Board, created 
1941, sets standards, handles sales, and pays its 
Papago craftsmen, through nation -wide contacts. 
Paying them check the Board familiarizes the 
pople with this means fiscal transaction.44 

The Papago Fair and Rodeo Association was 
formally organized Council ordinance 1939. 
governed 5-member board directors who 
elect their chairman secretary and treasurer, and 
handle all details the annual rodeo and fair, which 
attracts Indians from all over the reservation and 
whites from the surrounding cities and towns. The 
Board regulates concessions, admission charges, and 
other revenue, budgets its expenses, and self sup- 
porting.45 

The Council members have also chosen act 
beyond confines the geographic reservation 
meeting with other tribal representatives. They 
carry International negotiations with Mexican of- 
ficials Sonora behalf Papago living across 
the 

The tendency the IRA enlarge tribe's 
formal contact constantly the Papago 
case the need the Papago work off the res- 
ervation part the time. Especially during the war 
did labor shortage southern Arizona farming areas 
draw Papago out into intensive contact with other 
Americans. 

March, 1944, the Papago Council imposed 
tax all livestock sales, except from the 
Tribal Herd stock paid for the government 
disease eradication former Tribal 
Herd Board was replaced with Livestock Board 
which the Council chairmanand secretary now serve 
ex-officio members with three others selected 
the Council. The new Board manages all livestock 
and range activities, cooperation with the 
The tax collected bonded livestock 
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inspectors the four designated points the res- 
ervations where cattle may sold.47 Revenue de- 
rived from the tax considerable, cattle sales 
months 1947 reached $418,323, for 6,106 
head.48 wages, weighing scale expenses 
and upkeep are met first with this income, and the 
remainder goes into the general fund the tribe. 

record sale 13,046 cattle 1943 
removed many the poorer animals from the Pa- 
pago range, when drought forced the Papago cull 
drastically. Coupled with spreading improved strains 
cattle from the Tribal herd, which was begun 
1941, that culling has improved stock quality the 
point when stock sales are now second only wage 
work Papago income. The Tribal Herd itself, 
started earlier with Tribal and government funds, 
now self-supporting, with 450 head and 140 calves 
produced 

Present Papago stock sales regulations may 
first glance seem encroachment individual 
liberty; actually they enforce modern, improved 
rural marketing practice. Twelve years small 
buyers who lacked capital for larger operations took 
truckload lots cattle off the reservation nearby 
towns. While they took the best stock they could-- 
which should have been saved for breeding--they 
paid average $20.85 per head. 1947 bids 
were reaching $21.65 per Rising 
prices can account for only fraction this price 
advance; better practice accounts for the bulk it. 

ordinance passed 1944 the Papago 
Council requires children under attend school 
full time while open, their Euro-American 
contemporaries 

One the field anthropologists the Papago 
personality study project summed the Act June 
18, 1934, this way: 

political organization under the Indian 
Reorganization Act seems definitely headed 
toward self-government. The Act has forwarded 
the ability the Papago govern themselves 
our larger American cultural milieu, solve 
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their own problems, and the same time 
participate and take advantage what call 
The Papago have made further steps toward accul- 
turation since that was written. 1947 the Council 
departed from the usual American Indian geronto- 
cratic pattern elect year old veteran 
Under his leadership, the Council passed 
ordinances June regulating landuse and reservation 
business. one but Papago government em- 
ployees can use reservation lands without written 
permission the Council. Lands may rented 
with approval the District Council concerned for 
$50.00 per acre for the amount land actually 
Half the money goes the District, half 
the general 
Licenses granted the Councilare required 
conduct business onthe reservations, except barter 
made. Churches, welfare educational other 
non profit agencies are also exempted. Licenses 
are granted for one year (except peddlars, wood 
buyers, and cattle buyers, who are licensed the 
month). Fees, collected advance, are $10.00 per 
$5,000.00 gross new businesses pay 
minimum fees. Licenses are voided transfer 
ownership, violation the regulations for trading 
with Indians violation the Papago Law and Order 
Code. Food-handlers must meet sanitation 
ments, including inspection. Revenue goes into the 
general 
Three Tribal Councilmen serve judges 
the Tribal Court, holding sessions each Monday. 
Two policemen are employed, and the Council 
trying find means raise their pay and hire two 
January, the Council erected the Chair- 
manship into full-time paid job with annual sal- 
ary $2400.00. The young veteran incumbent was 
re-elected. resigned his former paid position 
with the engineering staff the Indian Service roads 
department the full-time political 
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Though the more than 100,000 whites (1940) 
Pima and Pinal counties, Arizona, which the 
Papago reservations mainly lie, would swamp the 
Indian minority 7,200 the event imme- 
diate Federal withdrawal, the Papago are developing 
rapidly the machinery and habits that will enable 
them cope with the projected gradual withdrawal 
and survive Indian group participating Ari- 
zona's political, social, and economic life, 


Other Experience 

comparison, the IRA seems have worked 
less well for some other groupsthan for the Papago, 
least from the standpoint orderly acculturation, 

Few people expected the Hopi adopt con- 
stitution under the IRA vote about half 
those eligible.58 Most were more prepared for the 
weak Council government which followed. Although 
the nine voting districts were based traditional 
ceremonial organization through the village chiefs 
except New Oraibi and Upper Moencopi,°9 the 
Council representation has not been successful 
leading the tribe. Rarely does the Council take pos- 
itive action when does meet, and period edu- 
cation and guidance seems necessary before inter- 
village cooperation can The Indian 
Bureau must accomplish for the Hopi what was done 
the Rio Grande Pueblos the Spanish, and then 
little more. the field self-policed law and 
order the Hopi are probably coming closer the 
Euro-American pattern than legislation, Though 
still law-abiding people, the Hopi now havea Trib- 
Court witha judge and associate policemen. 

contrast the Papago and Hopi, the Pine 
Ridge Sioux fear the police from tradition and ex- 
perience enforced schooling. They resent jail 
terms imposed Tribal Court they regard 
The strength the Court seems 
lie the Sioux's tendency resort when their 
other controls 

The Tribal Council the Pine Ridge Sioux 
has not restored the Sioux's pre-white community 
integration and local control. Present districts un- 
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der their Constitution follow the six set the 
white conquerors for issuing rations the 1880's 
rather than the Sioux's own band settlement pattern. 
However, the Sioux now have more voice their 
affairs than before the IRA was The older 
Sioux are typically opposed any change, including 
the present attempts self-government. Their 
attitudes contrast those the other Papago, where 
oldsters are among the most acculturated and most 
eager for self-government. 

constant bickering few interested per- 
sons, with widespread disinterest politics--which 
the current political climate among Euro-Amer- 
icans, widely lamented political scientists-- 
criterion readiness for Federal withdrawal, 
then the Menominee certainly appear ready for im- 
mediate release. 

Tribal affairs are under general council 
all adults with elective advisory council serve 
between general meetings. Meetings and elections 
seem bring out few people, and political interest 
does not extend 

While the Menominee adopted the IRA, they 
are now unincorporated and governed essentially 
the same rules they were before the IRA was 
passed, except that they now have the right re- 
view over their Since this right has ex- 
isted, has been block smooth Agency-tribe 
produce rapidturnover administrative officers: 
superintendents, Mills managers, and general 
superintendents since superintendent 
himself Indian despaired the ability the tribe 
govern itself, and accepted transfer the North- 
west Although Menominee timber resources 
are rich, individual tribesmen are generally poor. 
They have developed economic dependence the 
government that makes them reluctant relinquish 
benefits dependence even while they vociferously 
demand control tribal affairs. Although the tribe 
has entered the period transition from Federal 
control, student tae Menominee has said that 

Indian Office must recognize the Menominee 
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need for security and either lessen the need feel- 
ing provide for meeting the Menominee 
must recognize that they cannot select only the 
rights self-government without the equivalent 

Turning now survey still other tribes, 
Indian Bureau reasoning which places the Apache 
Group the withdrawal schedule seems bit 
difficult follow. The Western Apache Arizona 
reside far the best dry-farming and grazing 
lands owned Indian group the state, with 
adequate rainfall and timber The San 
Carlos and Fort Apache reservations both have 
dopted constitutions Cattle raising 
the main business, and the range officials are 
paid from tribal funds. 

New Mexico, the Mescaleros adopted 
constitution, and retired about quarter loan 
$242,000 within two years. They built good rural 
housing parts the reservation where they could 
make their living raising cattle, and built new schools. 
Cattle sales jumped five-fold year; feed grown 
Jicarillas depend sheep in- 
stead cattle, but they all their buying and sel- 
ling their brokerage and banking. 
All allotments have been turned back the tribe. 
John Collier has written them that they are 
cooperative bor- 
rowings, from the Reorganization act credit fund, 
are all repaid. Their political government, state 
where utopias are not looked for, utopian. They 
have changed from dying group one increasing 
four times fast the 

Unless the Indian Bureau seeking pre- 
serve geographic Indian bloc the Southwest, 
difficult understand their placing the Apache 
Group also difficult understand the posi- 
tion the Papago this group. tribes making 
such rapid progress (Federal troops were stationed 
Arizona only years ago Indian duty) are 
held back too long, the Bureau may well find itself 
with Apache and Papago and others developing along 
Menominee lines reluctance relinquish 
ency when they are ready so, 

One specific criticism the IRA can 
made which has nothing with the general pro- 
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visions. Section the act authorizes the Secre- 
tary the Interior restore surplus reservation 
lands tribal ownership, and basic the "Indian 
New Deal" land-preservation policy. Yet specific 
terms, Section also provides wedge into the In- 
dian lands policy the particular case the Pa- 
pago. The section rescinds order the Secre- 
tary the Interior withdrawing the reservation 
from mineral 

practice, this departure the IRA from 
general specific terms has meant loss control 
reservation lands for other uses than mining. 
After few years, patented lands revert 
the state Arizona for delinquent taxes, dis- 
covered mineral wealth not large enough for eco- 
nomical mining operations. 

Once the state seizes these lands, they may 
sold anyone, and used for any purpose, not 
merely mining operations. Tribal funds have been 
used purchase some these state tax lands, but 
conceivably mineral entry can continue until the 
tribe has had purchase its entire reservation! 
Actually, the Papago would not able preserve 
their land Already, one trading post lo- 
cated within the reservation boundaries such tax 
land,and exemptfrom Agency control, would 
from Council control the Agency were dissolved. 

this roundabout manner, anomolous 
situation has been created which the case the 
Papago partially defeats the intent the IRA. 

Section extended trust periods and alienation 
restrictions Section restricted sale, 
gift, exchange restricted lands except the 
tribe consolidate Indian lands. Section au- 
thorized purchase land for Purchases 
states for 101 groups the first years 
did not begin equal the rate loss 
land Indian ownership the years before 1933, 
but least the process was stopped and reversed. 

Part and parcel the plan for 
the IRA are the credit provisions section 
establishing revolving credit fund for Indians, and 
section setting another for education loans 

the end the fiscal year 1945, Indians 
had borrowed over $8-1/2 million from the govern- 
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The $2,746.12 cancelled uncollectable was 
all loaned Oklahoma. "We have seen the Indian 
prove himself the best credit risk the United 
according John Collier. 

The Papago experience with the credit provi- 
sions the IRA has not been too happy. the 
middle the war, the secretary-treasurer the 
Council was relieved duty when admitted 
embezzling and appropriating his own use over 
$6,000.00 funds the Papago Loan Board. 
was bonded with the Maryland Casualty Insurance 
Company for $5,000.00, the case was turned over 
the anthropologist the personality 
study project stepped into the breach until new 
secretary-treasurer could agreed upon case 
nepotism, and the Loan Board was 
reorganized. 

Scientists seeking ideal government may 
shocked such occurrance, but such behavior 
shows high degree approximation the Euro- 
American political pattern state where the duly 
elected Attorney-General was removed from office 
December 13, 1947 the governor upon his sen- 
years the state penitentiary for gambling con- 

Applied anthropologists, whom the gov- 
ernors menseem more and more for 
advice, may called upon judge the capability 
Indian tribes govern themselves federal with- 
drawal proceeds. will well for them re- 
member the cynically accepted fact that Euro-Amer- 
ican politicians are not the most admirable charac- 
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ters our society. determining tribe's readi- 
ness for life within our political patterns, one must 
not demand from Indian government saintly philoso- 
phers fit rule Plato's Republic, but rough and 
tumble practical politicians who can cope with their 
Euro-American counterparts. 

The Act June 18, 1934, seems pro- 
ducing such Indian politicians the case the Pa- 
pago, and very efficient government the Apache 
groups. Placing these tribes the third group 
withdrawal, for behind the individualized California 
and Oklahoma Indians and the Menominee seems 
call for re-examination the Indian Bureau's eval- 
uation its words. 


APPENDIX 


The Hopi have three stock associations, two 
with and members running about 1100 cattle, 
and with 274 members running nearly 21,000 sheep. 
Stock reduction reduce overgrazing was carried 
out the 1943 drought 

Range land the main resource the Pine 
Ridge Sioux reservation, and the Tribal Council has 
used for raising 

Section the IRA empowers the Secretary 
the Interior regulate forestry and 
The Papago, Sioux, Hopi have small timber resources, 
uncommercial nature, and the Menominee timber 
practices continue under 1908 

Section the IRA allowing 
has not been used Papago, Hopi, Sioux, Meno- 
minee, but has been the Apache. 
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